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ABSTRACT
CHURCH TURNAROUND:
A STUDY OF FORMERLY DECLINING CHURCHES THAT ARE GROWING
by
J. Bradley Martin
Many congregations have done wonderful ministries for many years, but they
currently are declining. Simultaneously, other congregations�once in decline�have
turned around and begun to grow. This project seeks to discover what these churches did
and are doing in hopes those learnings might be transferable to other churches.
Based on worship attendance patterns over a ten-year period, five medium-sized
turnaround congregations in the West Ohio Conference of the United Methodist Church
were chosen, case studies were written, and major themes were identified. Major findings
included the following information. Synergy between pastoral leadership and laity who
want church turnaround is essential. Although a formal church revitalization program is
not necessary, the turnaround pastor must cast mission and vision in easily
understandable forms and must rally laity behind them. Laity must recognize the
necessity of change. Turnaround churches refocus outwardly. Turnaround experiences
are rare.
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CHAPTER 1
PROBLEM
Introduction
Parkview United Methodist Church in Miamisburg, Ohio, is a wonderful church.
The two hundred, who regularly attend, engage in worship and offer warmth and
hospitality to visitors and newcomers. At both Sunday celebrations, children come to the
nursery. Kid's Time, and His Kingdom. The congregation, founded in 1857, has a new,
well-maintained building built in 2003. Almost every day and evening, activities buzz
within its walls. Parkview is involved in outreach ministries in the community and
mission around the world.
A problem exists. Situated in a growing suburb of Dayton, worship attendance has
been plateaued since 1968. The average age of worshipers is about 70 years old, nearly
twice the community's mean. Each year, the average age increases. These persons give
generously from their financial means and work tirelessly in its ministries. If present
trends continue, in ten years many of the current supporters will be on the sidelines or in
heaven. The church carries a significant debt from its new building, and without these
supporters, the organization will be unsustainable. Without replacements for these
people, the church will not have enough resources to sustain its ministries and financial
obligations. A much smaller congregation will not be able to afford to stay together, and,
if that happens. Parkview will die.
Parkview is not unique as myriads of congregations have rich heritages of
ministries, but with aging congregations, the inability to involve younger generations, and
the failure to evangelize or connect with the surrounding community, their futures are in
Martin 2
doubt. Simultaneously, other once declining congregations have turned around and have
experience growth. This project seeks to determine what these congregations have done
and are doing with the hope that these findings might be applicable to other
congregations so that congregations currently in death spiral might make course
corrections so that they can soar.
Worship attendance data for the ten-year period, 2004-2013, for churches in the
West Ohio Conference, identified five that had been declining but had now begun to
grow. The study evaluated the common patterns of turnaround across the churches and
looked for principles that declining and plateaued churches might use as they seek to turn
around.
Purpose
The purpose of this study was to evaluate common patterns in five medium-sized
United Methodist churches in the West Ohio Conference that had been declining but have
had an increase in attendance in the past ten years with data collected over a one-month
period.
Research Questions
In order to evaluate the common patterns of turnaround across the churches that
had been declining but have had an increase in attendance in the past ten years, the
investigation used the following research questions.
Research Question #1
What are the common patterns of turnaround across the churches?
Research Question #2
What other factors have contributed to the turnaround of the congregations?
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Definition of Terms
Attendance numbers come from the annual average attendance figures reported to
the statistician of the West Ohio Conference. Medium-sized churches are those that
reported an average attendance between 150 and 300 in 2004. Turnaround is defined as
follows: In the early part of the ten-year period, the worship attendance decreased by at
least 5 percent. By the end of the ten-year period, not only did attendance regain that 5
percent loss; they also reported an overall 5 percent net gain. The attendance trend was
down and then up with the end of the ten-year period higher than the beginning.
Ministry Project
The literature suggests that key factors in church turnaround are transformational
pastoral leadership, willing laity, and a strategic plan. Synergy between the pastor and the
laity is necessary, and church health precedes church growth. The project design tested
whether or not the churches in the study confirm the literature.
The study used cross-case synthesis of a qualitative design with case studies of
five medium-sized churches in the West Ohio Conference according to worship
attendance reported in the conference journal. In 2004, these churches were declining in
worship attendance, but by 2013, these churches had begun to experience growth. Pastor
interviews occurred in each of these congregations followed by focus groups. While the
pastors selected the three to five key leaders, the pastors did not attend the focus groups.
The duration of the interviews and the focus groups was approximately one hour, both
occurred on the same day, and a researcher-designed protocol guided the experiences (see
Appendix A).
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The data collected focused mainly on factors that contributed to decline and
growth during the ten-year period of the attendance studies. Also investigated were
congregational history, long-term trends, and community demographics. While not
necessarily conducted on the same day for each church, all occurred in a one-month
period.
Context
The study sought to find reasons why medium-sized churches that were declining
in attendance have been able to turn around toward an increase. The study consisted of
five medium-sized congregations in the West Ohio Conference of the United Methodist
Church.
Certainly, the need and opportunities exist for turnaround. Since the 1968 union
of the Evangelical United Brethren Church and the Methodist Church, membership and
worship attendance in the West Ohio Conference have declined dramatically. In 1968, it
was the largest annual conference in the connection with 446,862 members. In 1969, the
average worship attendance was 169,931 {Official Journal 1970 265). Membership in
2013 was 182,439, which ranked it tenth among the fifty-nine conferences ("2013
Missional Report" 3) in the United States�a 59 percent decline. It ranked fifth in
average worship attendance with 107,958�a 36 percent drop (Official Journal 2014
431).
With approximately 1,040 congregations, the conference stretches from Lake Erie
to the Ohio River and includes fifty-eight of Ohio's eighty-eight counties ("2013
Missional Report" 3). The conference is culturally diverse with a broad range of
socioeconomic and demographic background including rural Appalachian in the south to
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rich farmland in the west and north, small towns and cities, urban centers�four of Ohio's
six largest cities, and their surrounding suburbs.
The conference is a theological big tent, from Pentecostal and fundamentalist to
evangelical to moderate to progressive. Recently, the state of Ohio has been a key
battleground in national elections because it includes persons of all political persuasions
from progressive to conservative; the membership reflects those political points of view.
The "2013 Missional Report" declares that they while they disagree on many issues they
are united as beloved children of a loving God (4). In a polarized society, that statement
might be more vision than reality as members often struggle with those who hold
radically different views on important theological, social, and political issues.
In this milieu, the vision for conference turnaround is to nurture spiritual leaders
and vital congregations so that every congregation will live out both the Great
Commission and the Great Commandment and become a vital, growing, healthy spiritual
base for "making and equipping disciples of Jesus Christ for the transformation of the
world" ("2013 Missional Report" 4).
Unfortunately, churches with declining attendance patterns are common. The
findings of this study will be helpful to declining churches, especially medium-sized
congregations in the Midwest who seek a turnaround. Medium-sized United Methodist
congregations in the West Ohio Conference will find commonalities with the churches
studied. The five participating congregafions received a copy of the findings, and they
may use them to formulate action plans and strategies for continued growth. Parkview
Church was not included in the study, but it may use the findings for future strategies to
stimulate growth.
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Methodology
This quahtative research project used case studies in a cross-case synthesis to find
commonahties among churches that were previously in decline but are now experiencing
growth. The study included five medium-sized United Methodist churches in the West
Ohio Conference according to 2004 attendance figures reported to the conference journal
and then tracked attendance for ten years beginning in 2004. All five experienced
declining attendance in 2004, but by 2013, they have turned this trend around and are
now experiencing growth.
Participants
The project studied five congregations in the West Ohio Conference of the United
Methodist Church. Considered congregations averaged between 150 and 300 in worship
attendance based on conference journal reports in 2004. After analysis of reported
attendance for the ten-year period through 2013, selection was made of five churches.
The churches had begun the decade in decline but had reversed that trend. In each of
these churches, the pastors participated in a pastor semi -structured interview (PSI), and
three to five key lay leaders selected by the pastor met in a leader focus group (LFG).
Instrumentation
The study used one researcher-designed instrument, and this protocol guided the
discussion in the PSI and the LFG (see Appendix A). After meetings were scheduled, the
pastors received the protocol by e-mail and forwarded it to the LFG participants. Both the
PSI and the LFG lasted approximately one hour, both occurred on the same day, and the
pastor was not present at the LFG. A videographer recorded the PSI and LFG and served
as a silent observer.
Martin 7
Variables
The criterion variable is worship attendance for 2004-2013 as reported by
statistical data available through the conference statistician {Official Journal 2005-14).
All churches studied began the decade with declining worship attendance but turned that
trend around and saw increasing attendance. Variables might include the tenure of the
lead pastor, surrounding demographics, a recent crisis within the congregation or in the
larger community, the age of the lead pastor, and the length of the decline. The predictor
variables are the factors revealed from the PSI and LFG that caused the turnaround.
Variables might include the age and tenure of the lead pastor, the length of the decline, a
recent crisis, and the surrounding demographics.
Three predicted intervening variables are the pastors could affect the LFG, the
pastor-picked LFG might not be representative of the entirety of the congregation, and
the season of the year might make a difference in the data collected. The project design
mitigated the intervening variables in the following ways. Pastors and laity met
separately to remove possible pastoral dominance in the conversation and to improve lay
candor. Questions sought not only the personal views of the LFG participants but also the
consensus of the congregation. Data collection in all five congregations took place within
a one-month period.
Data Collection
The Official Journal and Year Book of the West Ohio Conference of The United
Methodist Church was the source of initial data collection (2005-14). The information
focused on reported worship attendance averages for church selection, but then other
reported information enhanced the profile. A researcher-designed instrument guided the
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PSI and LFG, which both occurred on the same day in each particular church, and all five
of the churches visits took place within a one-month timeframe. The pastor was not
present at the LFG. The pastor received the protocol before the PSI and forwarded it to
LFG members so they could review it prior to the LFG (see Appendix A).
Data Analysis
The project used qualitative analysis of the PSI and LFG information. Each PSI
and LFG was video recorded, transcribed, and analyzed. The study observed
commonalities among the five churches along with other factors that were important in
the turnarounds.
Generalizability
The choice ofmiddle-sized. United Methodist churches in West Ohio delimited
the study, and the small sample size of five churches imposed further limitations. The
participating churches will find beneficial insights in these findings as they strategize for
the future. Declining churches that want to turn around will also find helpful information,
and so will congregations that are growing and seeking to maintain that pattern of
growth. The bishop and cabinet may consider leadership findings as they appoint pastors
to serve declining congregations in this category. The findings may help pastors and
leaders of other middle-sized churches in the West Ohio Conference, and the
observations might also apply to congregations in other settings and in other conferences
and denominations in the Midwest.
Theological Foundation
God wants healthy churches that are reaching pre-Christians and bringing them
into a saving relationship with God in Jesus Christ. As long lost persons live in the
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surrounding community and the church evangehzes these persons, the church will grow.
Two of the theological foundations for this project are that God created and sustains the
Church and that God commissioned the Church to preach the gospel to all persons.
God's Church
The liturgy of the church proclaims, "Christ's Holy Church is of God and will be
preserved until the end of time" {UnitedMethodist Book of Worship 650). This
affirmation refers to the Church universal�the collection of believers in all places and all
time. God established the Church, and God loves the Church and wills its continuance.
God founded the Church at Pentecost. The disciples "were all together in one
place,... [and] all of them were filled with the Holy Spirit" (Acts 2:1, 4, NIV). The
church eKKXriaia {ekklesia; Analytical Greek Lexicon 124-25) is a gathering of the
called out ones. The word's etymology is ek {ek), which is the preposition out, and
Ka?ieco {kaleo), which is the verb to call (Sakenfeld 644). The Church is the called out
ones, those whom God calls out of the world into the body of Christ.
God made Jesus Christ the head of the Church. Paul wrote to the Ephesians, "God
placed all things under his feet and appointed him to be head over everything for the
church, which is his body, the fullness of him who fills everything in every way" (1:22-
23). Believers are Christ's very own body, and through the indwelling of the Holy Spirit,
the fullness of Christ fills the Church.
When Jesus met with his disciples the night before his crucifixion, his heart was
heavy. Last words always carry extra weight. Jesus' weighty prayer was for the unity of
the Church: "Holy Father, protect them by the power of your name�the name you gave
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me�so that they may be one as we are one" (John 17: 1 1). Jesus died for the sins of
individual believers on Calvary, but Jesus also died for the Church.
Local Churches and the Church Universal
God calls Christians to participate in a local church. The author of Hebrews
writes, "Let us not give up meeting together, as some are in the habit of doing, but let us
encourage one another" (10:25). The church must meet together, disciple one another,
and encourage one another.
In the upper room discourse, Jesus commanded his followers to love each other:
"A new command I give you: Love one another. As I have loved you, so you must love
one another. By this everyone will know that you are my disciples, if you love one
another" (John 13:34-35). The Greek word used for love here is aya7tT| {agape; Aland,
Black, Martini, Metzger, and Wikgren 385). The highest form of love, ayaTtri {agape), is
love that does for others expecting nothing in return {Analytical Greek Lexicon 2).
Paul also wrote to the Colossian church: "He is the head of the body, the church"
(1:18). In this passage, the term church takes on dual meanings. Paul is writing to the
local congregation in Colossae, and the word church refers to that particular congregation
and by inference to every local congregation. Additionally, the passage describes the
universal nature of Christ's creation and reconciliation and Christ's headship over the
universal Church. Not only is Christ the head of the Church universal, Christ is also the
head of each local church. Local churches are the body of Christ and expressions of the
Church universal.
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Disciple Making
The resurrected Christ is unique in that he gives weighty last words twice�once
in prayer form before his crucifixion and once in command form before his ascension. He
commanded, "Go and make disciples of all nations, baptizing them in the name of the
Father and of the Son and of the Holy Spirit, and teaching them to obey everything I have
commanded you" (Matt. 28:19-20). The United Methodist Church uses this
commandment for the mission statement of the entire denomination and for every local
church: "The mission of the Church is to make disciples of Jesus Christ for the
transformation of the world. Local churches provide the most significant arena through
which disciple-making occurs" {Book ofDiscipline 91). The call to bring pre-Christians
to salvation through the grace of Jesus Christ goes out from local congregations. The
command of Jesus becomes the primary goal of every local congregation.
While many local congregations are living out this evangelistic vision, many
others fail to reach Jesus' harvest field. He said, "The harvest is plentiful but the workers
are few. Ask the Lord of the harvest, therefore, to send out workers into his harvest field"
(Matt. 9:37-38). Local congregations must pray for workers to reach pre-Christians for
Christ and then must go as the answer to that prayer.
Sometimes that invitation begins by ministering to the physical needs of persons:
I was hungry and you gave me something to eat, I was thirsty and you
gave me something to eat, I was a stranger and you invited me in, I needed
clothes and you clothed me, I was sick and you looked after me, I was in
prison and you came to visit me.. . . Whatever you did for one of the least
of these brothers of mine, you did for me. (Matt. 25:35-36, 40)
Churches assess the needs in their communities and seek to make a difference.
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When persons enter the church�either invited or coming on their own�the
church's call is to welcome them. Paul offered practical words to the Roman church in
the twelfth chapter. Those words are the vision for churches today. Among them is the
command to "practice hospitality" (Rom. 12:13). The Greek word translated hospitaUtx is
(t)i?io^evos {philoxenos; Aland, Black, Martini, Metzger, and Wikgren 564)�a
compound word. (l)iA,eco {phileo; Analytical Greek Lexicon 426) is a word for love often
translated as brotherly ajfection. The word ^evos {xenos; 281) means stranger. The
church's call literally is to love strangers.
Ultimately, Christians offer the invitation in spoken word. Jesus told a parable
about a wedding banquet thrown by the king, but the invited guests were all too busy and
self-absorbed to come, so the king ordered a replacement invitation: "The wedding
banquet is ready, but those I invited did not deserve to come. Go to the street corners and
invite to the banquet anyone you find" (Matt. 22:9). This passage is not good news for
churches that fail to reach pre-Christians in the area. Too often, they have depended on
family and friends who have moved, fallen away, or died as their pool of prospective
members. God cannot work with and bless a self-absorbed church. However, this
replacement invitation is good news for churches that reach outsiders: "So the servants
went out into the streets and gathered all the people they could find, both good and bad,
and the wedding hall was filled with guests" (22: 10). God calls the church to invite pre-
Christians to saving faith in Jesus Christ.
Jesus' lasts words in Mark's Gospel includes, "Go into all the world and preach
the good news to all creation" (Mark 16:15). The call is for churches to bring pre-
Christians in the area�some like them, some quite different�to saving faith in Jesus
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Christ. As long as pre-Christians live in the area, their task is unfinished. Jesus' promise,
"Surely I am with you always, to the very end of the age" (Matt. 28:20), buoys churches
for this daunting task.
Healthy churches make a difference for Jesus by gathering together, loving one
another, offering hospitality to the stranger, and reaching pre-Christians by inviting them
into a saving relationship with Jesus Christ and by welcoming them into the fellowship of
the church. God loves the church. God wills healthy, growing churches that are the body
of Christ.
Overview
Chapter 2 addresses studies of church turnarounds and reviews turnaround plans
through a literature review. The third chapter gives a detailed explanation of the
methodology employed in this study. Chapter 4 reviews the findings of the study, and the
fifth chapter discusses the findings and their implications.
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CHAPTER 2
LITERATURE
Introduction
Many congregations are declining even though they have a rich heritage of
effective ministries. With aging congregants, they have lost the ability to involve younger
generations and have failed to connect with the community outside their walls. At the
same time, other congregations have begun to grow after a period of decline. This project
seeks to learn what these turnaround churches did and are doing with the hope the
findings will help declining churches pull out of death spirals and relearn the art of
soaring.
The purpose of this study was to evaluate common patterns in five medium-sized
United Methodist churches in the West Ohio Conference that had been declining but have
had an increase in attendance in the past ten years with data collected over a one-month
period.
Theological Framework
God desires local churches to reach pre-Christians with the gospel of salvation.
Immediately before his ascension, Jesus told his apostles, "[Y]ou will receive power
when the Holy Spirit comes on you; and you will be my witnesses in Jerusalem, and in all
Judea and Samaria, and to the ends of the earth" (Acts 1:8). Jesus calls congregations to
engage in the task of witnessing and winning persons to a saving relationship with him.
After persons find this saving relation, the congregation's task is to disciple young
Christians toward Christian maturity. Moses instructed the Hebrew people to "[ijmpress
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[these commandments] on your children. Talk about them when you sit at home and
when you walk along the road, when you lie down and when you get up" (Deut. 6:7).
The healthy congregation has two primary tasks: discipleship, which is leading
others into a mature relationship with Jesus Christ, and mission, which is addressing
needs in the surrounding community and the world. Jesus instructed his followers:
"[W]hen you give a banquet, invite the poor, the crippled, the lame, the blind, and you
will be blessed" (Luke 14:13). The church's calling includes addressing physical and
societal needs.
Biblical Pastoral Leadership
God calls pastors to provide leadership for local congregations. Leadership stories
abound in the Bible and highlight scores of leaders and Just as many leadership styles.
Positive leadership lessons coexist alongside leadership failures. Pastoral leadership must
have at its heart a biblical foundation.
A pastoral leader must have a call from God. Isaiah envisioned the Lord on the
throne, and following confession and cleansing, he heard "the voice of the Lord saying,
'Whom shall I send? And who will go for us?'" Isaiah responded, "Here am I. Send me!"
(Isa. 6:8). Moses encountered the Lord at the burning bush: "I am sending you to Pharaoh
to bring my people the Israelites out of Egypt" (Exod. 3:10). After a litany of excuses and
reassurances from the Lord, Moses finally gave an affirmative response. Brothers Peter
and Andrew were fishing when Jesus called, '"Come, follow me... and I will send you out
to fish for people.' At once they left their nets and followed him" (Matt. 4:19-20). James
and John heard the same call and left their father's fishing business for Jesus' people-
fishing business.
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A pastoral leader must be a servant following the example of Christ who humbled
himself "by taking the very nature of a servant, being made in human likeness" (Phil.
2:7). He then "humbled himself by becoming obedient to death�even death on a cross!"
(2:8). When his disciples asked for positions of honor, Jesus taught them.
Whoever wants to become great among you must be your servant, and
whoever wants to be first must be your slave�just as the Son of Man did
not come to be served, but to serve, and to give his life as a ransom for
many. (Matt. 20:26-28)
Following the pattern of Jesus, the servant leader puts Jesus and others before herself or
himself.
A leader focuses on the right thing as the Apostle Paul exemplifies. Everything he
did was for the sake of the gospel with the goal of winning persons to Jesus Christ. He
used different methodologies with different people groups, but he had a singular goal: "I
do all this for the sake of the gospel, that I may share in its blessings" (1 Cor. 9:23). Paul
was definitely a learned man, but he focused that knowledge toward the cross: "I resolved
to know nothing while I was with you except Jesus Christ and him crucified" (2:2). A
pastoral leader focuses his or her life in Jesus.
Pastoral leaders are godly persons. Paul taught Timothy that he must be above
reproach, listing behaviors of a godly leader: "Faithful [in marriage], temperate, self-
controlled, respectable, hospitable, able to teach, not given to drunkenness, not violent
but gentle, not quarrelsome, not a lover of money. He must manage his own family well"
(1 Tim. 3:2-4). Paul asserts that the leader "must have a good reputaUon with outsiders"
(3:7). Using his broad brush, he adds, "Godliness with contentment is great gain" (6:6)
alongside lists of specific behaviors.
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The Church and Congregations
God created the Church, and God sustains it. God not only cares for the universal
Church, God also cares for each local congregation. John Wesley answers his own
rhetorical question:
What is the church? The catholic or universal church is all the persons in
the universe whom God hath so called out of the world as to entitle them
to the preceding character; as to be "one body," united by "one Spirit";
having "one faith, one hope, one baptism; one God and Father of all, who
is above all, and through all, and in them all." (50)
The Church's unity comes because Christ is the head of the church and congregants are
the body of Christ. Paul writes, "Now you are the body of Christ, and each one of you is a
part of it" (1 Cor. 12:27). Through the indwelling of the Holy Spirit, the fullness of Christ
fills the Church. To the Corinthian church, Paul asks, "Don't you know that you
yourselves are God's temple and that God's Spirit dwells in your midst?" (3:16) The
Church is the body of Christ filled by the Holy Spirit.
In discussing the biblical meaning of members, C. S. Lewis continues the organic
theme: "By members, he [Paul] meant what we should call organs, things essentially
different from, and complementary to, one another: things differing not only in structure
and function but also in dignity" (210). Rather than an organization, the Church is a
living organism. When Jesus prayed with his disciples the night before his crucifixion, he
prayed for their unity.
Jesus died for the sins of individual believers on Calvary, but Jesus also died for
the Church. Paul affirms that Jesus bought "the church of God . . . with his own blood"
(Acts 20:28). Jesus not only saved the Church but also cleansed and sancUfied the
Church:
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Christ loved the church and gave himself up for her to make her holy,
cleansing her by the washing with water through the word, and to present
her to himself as a radiant church, without stain or wrinkle or any other
blemish, but holy and blameless. (Eph. 5:25-27)
Therefore, the church is precious to Jesus.
Local congregations are expressions of the Church universal: "To the church of
God in Corinth [insert the name of any local congregation], to those sanctified in Christ
Jesus and called to be his holy people, together with all those everywhere who call on the
name of our Lord Jesus Christ�their Lord and ours" (1 Cor. 1:2). God calls Christians to
participate in a local church: "You are the body of Christ, and each one of you is a part of
it" (12:27). The author of Hebrews writes, "Let us not give up meeting together, as some
are in the habit of doing, but let us encourage one another" (10:25). The church must
meet together, to disciple one another, to encourage one another.
In the upper room discourse, Jesus commanded his followers to love each other.
(John 13:34-35). The word for love is the Greek word ayaKr\ {agape) which brings the
meaning of "satisfaction", "sympathy", or "a hospitable spirit" (Buttrick 169). Gaebelein
asserts that the verb ayaKao) (agapao) "is used of divine love and usually carries the
connotation of will or purpose as well as that of affection" (142). He further notes that
Jesus' commandment to ayaTrn (agape) one another was the antidote to a spirit of rivalry
that could disrupt the fellowship of the early church before they could accomplish Jesus'
Great Commission. This ayaTrrj (agape) would be the uniting bond and the convincing
demonstration that Jesus' purpose and spirit consumed them. They would love one
another in the same way Jesus did as he gave up his life for them (142).
The Holy Spirit speaks the very oracles of God into the churches. Seven times in
Revelation, the Holy Spirit gives this charge: "Whoever has ears, let them hear what the
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Spirit says to the churches" (2:7, 11,17, 29, 3:6, 13, 22). Although the Holy Spirit
addresses seven actual local congregations in Asia Minor, the number seven in Scripture
often symbolizes completeness or totality, so this message is relevant not only to those
individual churches but also to the church universal (Kaiser 2051). According to Paul,
God entrusts the Gospel to the Church: "His intent was that now, through the church, the
manifold wisdom of God should be made known to the rulers and authorities in the
heavenly realms, according to his eternal purpose that he accomplished in Christ Jesus
our Lord" (Eph. 3: 10-11). The Church is called to share this good news.
According to H. Richard Niebuhr, the purpose of the Church and its ministry is
the union of the eternal mission of the church to evangelism and to social transformation.
The Church "loses its character as Church when it concentrates on itself, worships itself,
and seeks to make love of Church the first commandment. . . . The chief end of the
Church is to gain followers of Jesus Christ [and] to proclaim his Lordship" (30). God
calls the Church both to evangelism and to social transformation.
God calls the Church to glorify Jesus forever. "To him be glory in the church and
in Christ Jesus throughout all generations, for ever and ever!" (Eph. 3:21) This call
affirms the eternal nature of the Church and reiterates its mission statement.
Synergy
Synergy is "the interaction of two or more agents or forces so that their combined
effect is greater than the sum of their individual effects, [and c]ooperative interaction
among groups . . . that creates an enhanced combined effect" ("Synergy"). The Greek root
a\)V�pYOs (sunergos; Analytical Greek Lexicon 388) is a compound word�epyov
{ergon; 164), which means work and a\)V {sun; 384-385) which is a preposition which
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means with. As a noun, cuvepyos (sunergos) means fellow-laborer. The verb a'UvepyEO)
(sunergeo) means to assist or to cooperate (388). Synergy is Hterally work with. When
the pastor and the congregation work with one another, the synergy, the sum of their
efforts creates amazing results, and when the pastor and congregation work with the Holy
Spirit, the synergy produces graceful, miraculous results.
By grace, God brings pastors and congregations together to become the Church�
God's handiwork:
For it is by grace you have been saved, through faith�and this is not from
yourselves, it is the gift of God�not by works, so that no one can boast.
For we are God's handiwork, created in Christ Jesus to do good works,
which God prepared in advance for us to do. (Eph. 2:8-10)
Handiwork is singular as God is creating one work�the Church�the body of Christ.
"We are" is first person plural. God has brought all together in a single synergistic work
that God does by grace, and grace is the activity of God.
In Acts 15, the leaders of the fledgling Church meet to consider the requirements
for Gentiles who were newly converted to the Christian faith. After prayer and
discussion, they wrote a letter to the Gentile Christians. As they announced their decision,
they began, "It seemed good to the Holy Spirit and to us" (15:28). Synergy occurred on
the human level as the leaders came together to make the decision. Synergy also occurred
on a divine level as the leaders worked with the Holy Spirit through prayer, providing an
example of graceful, miraculous synergy.
On their second missionary journey, Paul and his companions intended to preach
the word in the province of Asia. After arriving in Troas, this episode occurred:
During the night, Paul had a vision of a man of Macedonia standing and
begging him, "Come over to Macedonia and help us." After Paul had seen
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the vision, we got ready at once to leave for Macedonia, concluding that
God had called us to preach the gospel to them. (Acts 16:9-10)
Paul and his company traveled into Europe and the Gospel multiplied. Paul's synergy
with the man ofMacedonia and with the Holy Spirit led to explosive growth.
Healthy Churches
Paul casts Christ's vision for a healthy church that is holy and blameless (Eph.
5:25-27). Not only did Christ's death offer sanctification and wholeness to individual
believers, but Christ also offers sanctification, cleansing, and health to the Church. This
sanctification speaks to the heart of who the Church is. If the Church is merely a human
organization, a human family, then dysfunction might be allowable, perhaps even
expected, but if the Church is the very bride of Christ, then dysfunction would seem to be
abnormal and intolerable.
A healthy congregation finds unity in love. The night before he died, Jesus prayed
in the upper room for the unity of the Church. "I pray also for those who will believe in
me through their message, that all of them may be one. Father, just as you are in me and I
am in you" (John 17:20-21). Just before that prayer, Jesus commanded his disciples to
love one another in the same manner he loved them and added that their mutual love
would be a distinguishing mark of their discipleship (John 13:34-35). Love is an
identifying characteristic of a healthy congregation�its love for those inside the group
and for those in the surrounding community and world.
God calls each individual Christian to be part of a local congregation. He or she
receives a spiritual gift from the Holy Spirit for the building up of the congregation: "To
each one the manifestation of the Spirit is given for the common good" (1 Cor. 12:7).
Paul teaches the Corinthians that the body of Christ has many parts but is still one body:
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"There are different kinds of gifts, but the same Spirit distributes them. There are
different kinds of service, but the same Lord. There are different kinds of working, but in
all of them and in everyone it is the same God at work" (12:4-6). When each Christian
identifies her or his spiritual gifts and uses them for the building up of the congregation,
the entire congregation will be healthy and effective in discipling and mission. Christians
are the body of Christ (12:27), and if Christians withhold their spiritual gifts, then the
congregation will be unhealthy.
The unhealthy Corinthian church was plagued with division on multiple fault
lines. Factions divided based on favorite church leaders�Paul, Peter, Apollos, or Christ.
Lawsuits ensued between congregational members, and dissension festered between
stronger and weaker consciences concerning rules about food sacrificed to idols. My
Spiritual gift is better than yours turned what should have been a means of grace into
unhealthy competition. Some flaunted immorality with "a man sleeping with his father's
wife" (1 Cor. 5:1). Believers were immature and fed "milk" when they should have been
ready for "solid food" (3:2). Disputes on head coverings, the Lord's Supper, tongues, and
order caused worship wars. Paul taught and labored to love this church back to health.
The author of Hebrews cast this vision of a healthy congregation:
Keep on loving one another as brothers and sisters. Do not forget to show
hospitality to strangers, for by so doing some people have shown
hospitality to angels without knowing it. (Heb. 13:1-2)
Healthy churches have discovered hospitality while dying churches often love only
themselves. God will that congregations that will become healthy, growing, welcoming
bodies of Christ.
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Discipleship
God commissioned the Church to make disciples from all peoples (Matt. 28:19),
and the mission statement of The United Methodist Church echoes the vision of disciple
making and societal transformation. In the sermon on the mount, Jesus tells his follows to
be light:
You are the light of the world. A town built on a hill cannot be hidden.
Neither do people light a lamp and put it under a bowl. Instead they put it
on its stand, and it gives light to everyone in the house. In the same way,
let your light shine before others, that they may see your good deeds and
glorify your Father in heaven. (Matt. 5: 14-16)
Paul reiterates this theme with this announcement: "For this is what the Lord has
commanded us: T have made you a light for the Gentiles, that you may bring salvation to
the ends of the earth'" (Acts 13:47). The Church is called to share this life-giving, light-
giving gospel.
Jesus proclaimed his mission: "For the Son ofMan came to seek and to save the
lost" (Luke 19: 10). In Luke 15, when a shepherd finds a lost sheep, he invites his friends
to rejoice; when a homemaker finds a lost coin, she invites her friends to rejoice, and
when a lost son comes home, the father throws a party. Jesus announced, "In the same
way there will be more rejoicing in heaven over one sinner who repents" (15:7). When a
lost person comes to a saving relationship with Jesus Christ, God rejoices and so does all
of heaven. When hearts beat in harmony with the heartbeat of God, not only do they have
a passion for lost persons but they also rejoice when those persons come home.
The Church in Mission
Alongside the discipleship call. Christians receive the call to minister to the
physical needs of persons. James says, "Religion that God our Father accepts as pure and
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faultless is this: to look after orphans and widows in their distress and to keep oneself
from being polluted by the world" ( 1 :29). Churches assess the needs in their communities
and seek to make a difference.
Jesus worked many miracles. He healed the sick, fed the hungry, raised persons to
life, made the blind to see, and made the lame to walk. He prevented a woman from being
stoned, and he restored healed lepers to the worshiping community. Jesus never refused
to heal, which reveals the heart of God for persons suffering physical needs as this
missional God always offered acts of mercy.
Pastoral Leadership
Leadership is a key to the success of an organization: "Everything rises and falls
on leadership.... Leadership determines the success of the organization" (Maxwell 225).
John C. Maxwell asserts that the better the leader, the more successful will be the church,
and the more likely will be the church turnaround. Arthur T. Roxby, III asserts that the
pastoral leader is a primary ingredient to renewal of vitality in churches (172).
Turnaround churches have effective pastors; Grant John Hagiya calls them
transformational leaders (139). Paul D. Borden's research focused on a renewal process
in the American Baptist Church West renewal: "The pastors they met were, for the most
part, ordinary pastors. There were two or three who were obviously star leaders.. . .
Overall they were quite ordinary!" (209) Ordinary pastors can engineer a church
turnaround, and that affirmation is hopeful for the vast majority of pastors and churches
that are not star leaders.
As a twenty-seven-year-old pastor driven by perfectionism and idealism, Carol
Howard Merritt attended a small-church seminar and received a great gift when the
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seminar leader began with the words: "You are enough." The leader reiterated, "You are
enough" (30). Not only did the seminar leader speak to her and her elderly congregants
afraid of the death of their local church, the leader speaks to churches in need of
turnaround that they have everything they need for effective ministry.
The United Methodist study of church vitality yielded surprising results on
pastoral leadership as the data collected discovered no differentiation in effectiveness if
pastors were seminary graduates, if pastoral ministry was their first career or second, or if
they had little or much pastoral ministry experience (Garcia 15). William H. Burton
researched the relationship between five leadership behaviors: "model, inspire, challenge,
enable, encourage" (91). His research indicated that none of these five leadership
behaviors in senior pastors significantly related to the rate of church growth; these
behaviors also were not indicators to predict church growth (98). Traditional markers did
not seem to make a difference in pastoral effectiveness as church leadership might be an
art that is difficult to capture by metrics.
In his book. Gene Wood focuses on qualities and characteristics of turnaround
leaders. They come in all personalities and are not necessarily super pastors, but "they are
all confident of their calling and have discovered transferable principles which permit
them to participate in the miracle of turnaround more than once if required" (24). They
may have been beaten down or burned out, which comes by working hard with few
results (12), but they have not given up and are not content with the status quo (9).
Turnaround pastors are concerned with both faithfulness and fruitfulness (Wood
27). They expect fruit and producing fruit consumes them. Wood describes fruit as
conversions, which is winning lost persons to Jesus Christ, and character, which is
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discipleship, spiritual growth, and Christian formation (29). Rodney Merrill Sprayberry
asserts, "Pastors have been trained and often perform in an environment where faithful
endeavor is honored, but fruitful results are not expected or demanded" (20). Before they
are equipped to turn around a congregation, pastors must relearn and reenvision both
faithfulness and fruitfulness.
Wood cites church growth literature that predicts plateaus faced by churches
around average worship attendances of seventy-five, two hundred, four hundred, eight
hundred, and twelve hundred (15). When churches hit caps or brick walls, they lose
momentum, and when momentum is lost, a turnaround is required. Turnaround leaders
must face three facts: (1) The church in America is not effectively reaching its
community; (2) strong pastoral leadership is essential for the church once again to
become healthy; and, (3) pastors are crumbling "like sandcastles on the beach" (33-35).
Not only are turnaround pastors strategic thinkers, but they also have the energy and
personal disposition to face these facts.
Power struggles are the root of 95 percent of all serious problems in the church
and are, by definition, fundamentally unresolvable. Who will leave and who will lead is
the question of the power struggle (Wood 47). Five common scenarios contribute to
congregational plateau and decline. The first reason is an external factor beyond the
church's control, such as a demographic shift. The second would be internal, but also
beyond the control of the congregation when, for example, several lay or staff members
leave for unrelated reasons (48). The other three are power struggles: The losers leave in
the first scenario (49), and in the second the pastor leaves (51). The third type of power
struggles is cloaked in denial, such as when a pastor is up against a church bully (56).
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Church consuhant William M. Easum discusses bullies and blockers:
Courageous pastors often ask, "What do I do with one or two persons who
intimidate the church so much that it is not willing to try something new?"
My response is always, "Either convert them, neutralize them, kick them
out, or kill them. The body cannot live with cancer."
The church is frustrated with both the bully and with the pastor and lay leadership that are
unwilling to confront the situation. The direction of the church is the underlying issue in
power struggles, and the issues is whether the pastor working alongside duly elected lay
leaders chart the course, or will a self-appointed minority faction determine the heading.
Wood lists several characteristics of turnaround pastors. They consider leadership
an act of service and ministry (87) and they accept responsibility for the turnaround,
which means leading others to own the vision (91). They avoid a church that has no
desire to become healthy (97), they never backtrack (105), they keep a tight rein on their
temper (117), and they are discreet in what they share with others (119). Turnaround
leaders are willing to confront the sin of divisiveness (121), and they possess vision for
growth (127) and are bold and action oriented (149).
Several factors cause leaders to settle for plateau and even decline. That list
includes fear of conflict (Wood 152), lack of discipline (154), inability to do personal
evangelism (157), and the unwillingness to accept coaching (158). In order to turn around
a church, a strong, effective pastoral leader must establish a turnaround (Wood and
Harkavy 8). The leader brings conviction to the team, and the team aligns with her or him
or finds a new leader (27). Most pastors are nice people, and nice pastors tend to appease
unproductive and unreasonable behavior in our churches, which causes 70-85 percent of
Protestant local churches to experience decline or plateau (8). "Pessimism, denial,
complacency, nostalgia, entrenched dysfunctional behaviors and unhealthy power issues"
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(79) fill these unhealthy churches. Wood and Harkavy assert, "Great churches are always
founded on the shoulders of great leaders. And great leaders always have personal
convictions that cannot be shaken" (31). The most essential characteristic of effective
leadership is heart, which is composed of convictions, commitment, and courage (53).
The pastor/leader must establish competency by beginning well, in daily living, in crisis,
and through intentional risky ambitions (79-89). The first transformation in a turnaround
church may have to come with the leader.
Whether volunteers or paid staff persons compose it, pastoral leaders choose
whom they want on the team and whom they do not want (Wood and Harkavy 107).
When hiring staff, character, competency, chemistry, and configuration are essential
elements (123-24). Realistically, the lead pastor builds the team around her or his
strengths and weaknesses. An effective team knows who the leader is (10). The leader
does not make many decisions, but he or she knows which decisions he or she must
make.
In life and in the church, persons cannot escape from change. The successes and
failures of the past can inform the present, but the church cannot become stuck in them.
Some leaders resist change; like the direction of the wind, some change too much.
Leaders can improve their change tolerance (Wood and Harkavy 184).
A great number of leaders have had a deep impact on their team members and
could not say how they really go about doing it. In their coaching. Gene Wood and
Daniel Harkavy create detailed plans for how they coach leaders (207). Whether intuitive
or reasoned, the leader continually casts vision (192), and the team develops an action
plan for positive change with measurable goals (200).
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Characteristics of Effecti> e Pastors
The literature notes several characteristics of effective pastors: Spirituality, call,
integrity, humility, empowerment of the congregation, passion, people skills, role models
and mentors, grit and determination, healthy family life, entrepreneurial or apostolic
leadership, vision, tenure are among those characteristics. The effective pastor also
continues learning and growing.
Spirituality
Basic to Christian living, basic to Christian leadership is "a personal relationship
with Jesus Christ" (Hamilton 182). Transformational leaders "specifically point to God,
Jesus Christ, or the Holy Spirit as deeply impacting their leadership and ministry"
(Hagiya 182). God saves Chrisfian leaders by grace; God calls Christian leaders by grace:
Kenneth L. Carder and Laceye C. Warner affirm, "Grace makes possible self-awareness,
vulnerability, confession, forgiveness, and continuous growth" (12). Key to an individual
living in close relationship with Jesus is a lifestyle of spiritual disciplines, and a pastoral
leader can never imperil her or his own spiritual connection with Jesus.
As he evaluates the Healthy Church Initiative, Larry Richard Salsburey says that
it begins with prayer. This initiative "begins with establishing prayer as the base for all
ministries and promoting a healthy love environment, both within the congregation and in
the surrounding community" (16). Prayer is foundational to church turnaround.
Joshua led the Israelites in battle against the Amorites (Josh. 10:1-15). Before the
victory was complete, the sun started to set. Under the cover of darkness, the Amorites
could have retreated to safety, but Joshua prayed, "O sun, stand still over Gibeon"
( 10: 12), and it did. He reflected, "There has never been a day like it before or since, a day
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when the Lord hstened to a human being" (10: 14). According to Steven Furtick, "Sun
stand still faith" is an essential for a pastoral leader. As a normal way of life, God desires
for pastors and churches to have the audacious faith of Joshua�the kind of faith that
dares to believe from God the impossible (15). Pastors and churches must decide if they
are ready to pray the kind of prayer that will place them in the middle of God movement
(206). Prayer links the people of God's to the power of God.
The pastoral leader's job is to connect the experiences of persons in the Bible to
the experiences of contemporary persons. Joseph Kramp writes, "Faithful preaching
insists on connecting vague religious words to lived experiences that are of special
interest to the people living in the context in which the sermon is given" (2). Preachers in
vital churches often use more topical sermon series (16 Drivers). Biblical persons stand
alongside and model faithful living for contemporary Christians.
Call
Leading a church turnaround will take a transformational leader with a special call
from God to "the revitalization of small to medium sized plateaued traditional churches.
Not every pastor has such a calling" (Kendrick 127). While a call from God is basic to
the general work of pastoral ministry, leading church turn around requires the additional
call to that of specialist.
Integrity
Carder and Warner focus one section on "Emerging Challenges and Opportunities
Required Principled Christian Leaders" (9). Moral failure ends too many careers and
tarnishes too many churches. Clergy must guard their hearts and actions.
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Moral failure is not a problem unique to today's era. Paul's pastoral epistles to
Timothy and Titus are lessons on leadership that provide "detailed contrasts between
good and bad spiritual leadership in the church" (Ryken and Ryken 1775). The goal of
Christian pastoral leadership is "advancing God's work�which is by faith. The goal of
this command is love, which comes from a pure heart and a good conscience and a
sincere faith" (1 Tim. 1:4-5). Heart purity is essential to effective pastoral leadership.
Some laypersons have a tendency to place pastoral leaders, especially star pastoral
leaders, on pedestals. As the pedestal gets taller, as the pedestal begins to totter, the
pastor has nowhere to go. Even if the pastor realizes that she or he has a moral problem
and desires to confess it and address it, the place on the pedestal facilitates pride and fear.
According to Mark Galli, this contributes to the end in which "they die in silence and
pain. And they fall" (40). Pastors must develop humility to resist idol worship. He or she
must "remember who we are in Christ and who we are not without him" (41). Along with
ongoing accountability, a pastor needs someone to go to in confidence in case of moral
temptations. Pastors must have accountability groups or other relationships in which they
can be real. Adam Hamilton includes integrity on his list of leadership essentials (180).
Transformational leaders guard their hearts from moral failure, and they develop
relationships to assist them in heart purity.
The West Ohio Conference defines integrity: "In our personal and professional
relationships, we will be above reproach in all we do" ("Guidelines" 1). The policy
describes integrity with a broad list, which includes these behaviors: Clergy will serve
only the members and constituents of their current appointment and will be respectful in
their communications about other colleagues. They will maintain healthy boundaries in
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counseling and visitation and healthy habits concerning their physical bodies. High
ethical standards, including honesty and fiscal responsibility, will be maintained, and
clergy will act wisely regarding power issues and will avoid conflicts of interest (1-2).
Humility
Both Hamilton (180) and Hagiya (121) include humility on their list of attributes
for effective pastors. Hagiya notes, "There is a deep sense of humility that these highly
effective pastors possess when it comes to the personal assessment of their own ministry"
(121). Self-awareness is part of the emotional intelligence of effective pastors that make
them aware of their own limitations. Honest, healthy humility is a characteristic of
effective pastoral leaders.
Empowerment of the Congregation
In order to lead a church turnaround, another essential characteristic is a
transformational leader who empowers the congregation, the laity of the church itself
(Hagiya 121). The United Methodist study of vital congregations noted that effective
pastors develop, coach, and mentor lay leadership. In order to increase their effectiveness
in ministry, these pastoral leaders raise the level of lay participation to bring about church
turnaround. By their leadership, these pastors motivate lay leaders to set and achieve
significant goals (16 Drivers). Transformational pastors multiply their effectiveness by
involving laity in significant ministry.
Passion
Johnny Lamar Kendrick points to his spiritual journey as a leader that led him
pastor traditional churches that had plateaued. As he began to put names and faces to this
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issue, his heart was drawn to these congregations, and he longed for their growth (7).
These churches inhabit street corners throughout the nation:
In each one of those churches there are faithful people who have
ministered to that congregation under pastor after pastor, and no one wants
the congregation to grow more than they do but they do not know how to
do it. (8)
A transformational leader's passion focuses on the church at hand and its potential
turnaround instead of her or his next stop in the ministerial career.
People Skills
A pastor's heart is a necessity for a pastoral leader. Hagiya' s research reveals,
"Highly effective pastors have high Emotional Intelligence" (135). Lay members respond
positively to a pastoral leader who loves and cares for them.
Role Models and Mentors
Transformational pastoral leaders have had mentors and role models in their lives
for a very long time (Mundey 157). These leaders actively encourage and mentor others
while at the same time receiving encouragement and mentoring (Hamilton 182). Leaders
participate in relationships of support and accountability.
Grit and Determination
Long-term Christians go through seasons of growth and faith, seasons of
stagnation and doubt. Personal issues, personal faith-journey issues, conflict within the
church, and attacks by Satan have buffeted long-term pastors. Long-term pastors have
survived; long-term leaders have thrived. Hagiya refers to this quality as resiliency (167).
Ronald Heifetz, Alexander Grashow, and Marty Linsky tell transformational leaders to
"be coolly realistic and unwaveringly optimistic" (296). Long-term pastors are
overcomers.
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Leadership is risky business. Every day opportunities arise for leaders to ask vital
questions, envision higher values, and root out festering conflicts. A leader has a chance
to make a difference in lives around him or her, but every day, the leader must choose
whether to risk the effort to make a difference or to avoid upsetting others and survive
another day (Heifetz and Linsky 2).
Heifetz and Linsky describe the danger of leadership: "When you lead people
through difficult change, you challenge what people hold dear�their daily habits, tools,
loyalties, and ways of thinking" (Heifetz and Linsky 2). In exchange, often all the leader
has to offer is a possibility. Leaders know the personal and professional risks and
vulnerabilities when they lead an organization or a community, but leadership is worth
the risk because "by making the lives of people around you better, leadership provides
meaning in life" (3). Transformational pastors lead churches to higher ground.
Mark Miller-McLemore encourages transformational leaders to "persist. Long-
term ministries are necessary for deep change" (19). He then offers a safety valve:
"Leave if you are dying" (19). Kevin E. Martin advises that pastors not stay in a
transitional size church for more than five years because of the stress involved. Not only
is chronic stress dangerous to physical health, but it can also cause a leader to act out in
inappropriate ways (85). Transformational pastors know when to lead and when to step
aside for another leader.
Jay Childs compares churches to people as they go through growth spurts: "Not
every church is in the 'my, how you've grown' stage, and that's okay" (39). Mature
leaders know in a season of growth not to take too much credit. They also learn, in
seasons of pruning or decline, not to take too much blame (41). Ralph Neighbour, III and
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Jim Wilson discuss the pastor's inner turmoil: "Maybe I shouldn't go down with the ship,
I thought. Maybe I'm sinking it.... I didn't want to abandon my people. A good shepherd
would never do that" (75). The paradoxical ideas cross the turnaround leader's mind
during difficult seasons. Wise leaders must discern whether to persist where they are or to
find a new start in another location. Either way, the leader has the potential to grow due
to the pressure.
Healthy Family Life
Clergy leaders effectively balance demands of church and family: "Role
expectations and time demands, family boundary intrusiveness, lack of social support,
mobility, and the husband's financial compensation" (Roberts 19) are among the stressors
in a clergy household. Conflict and criticism of the pastor present challenges for clergy
spouses. She or he may become defensive whether or not events warrant criticism. She or
he may see what that does to her or his spouse's enthusiasm and ability to serve well.
Because of dual roles of friend and clergy spouse, friendships within the local
congregation come with special challenges (50).
A pastor, while neglecting his or her family, may be an extremely effective leader.
However, without a reasonable balance between church and family, a pastor would be
neglecting one his or her primary responsibilities as a Christian. Effective clergy leaders
must maintain a healthy family life.
Entrepreneurial or Apostolic
Entrepreneurial is a word from business language, and Hagiya asserts that the
church has not found a suitable alternative term that captures the growth-producing
definition while simultaneously upholding the integrity of the church's faith and history.
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He substitutes the word apostolic, but while the word carries a long heritage of faith and
integrity, he says it lacks the growth-producing goal (173). In his survey, he describes
entrepreneurial as "immediately seizing on opportunities that present themselves to you
in your ministry, and avoiding hazards that would set your ministry back" (174). After
acknowledging the tension of values between entrepreneurial secular leaders and
apostolic spiritual leaders, Hagiya cites Joseph Schumpeter's attributes attached to
entrepreneurs: They "(a) greatly value self-reliance, (b) strive for distinction through
excellence, (c) are highly optimistic (otherwise nothing would be undertaken), and, (d)
always favor challenges of medium risk (neither too easy, nor ruinous), decisiveness, and
risk-taking" (182). Transformational pastoral leaders maintain integrity to the faith
heritage while motivating change and growth.
Charles F. Kiefer, Leonard A. Schlesinger, and Paul B. Brown describe prediction
reasoning as the way children are taught in school to think. Prediction reasoning assumes
that the future is going to be about the same as the past, and wise leaders use it in
situations where it works well (2). Leaders realize that people do not act the same way
the research says they do. Rather than achieving "an intellectual ideal of optimization"
(4), humans act to fulfill desire, and the concept of desire seemed to be lacking from the
decision-making literature. In the situations in which prediction reasoning does not work,
effective leaders choose a different strategy.
Kiefer, Schlesinger, and Brown coined the term "CreAction" (6) to describe how
serial entrepreneurs think. They write, "In the face of an unknown future, they acted.
More specifically: 1. They take a small (smart) step forward; 2. Pause to see what they
learned by doing so; and 3. Incorporate that learning into what they do next" (5).
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Entrepreneurial leaders continue "[t]his process of: Act. Learn. Repeat. Continues until
they are happy with the result, or they decide that they don't want to (or can't afford to)
continue" (5). The authors reiterate, "When prediction makes sense, predict. When it
doesn't, try CreAction" (10). In times when the old ways do not work, and no certain way
forward appears, Miller-McLemore offers this reminder: "Creativity is free.
Experiment!" (19). Transformational leaders employ various strategies.
Unexamined beliefs are often the root of the immunity to change, so Robert
Kegan and Lisa Laskow Lahey describe how to make a four-column immunity map. The
columns are entitled your goal, what you do (behaviors), why you do it (competing
commitments), and assumptions. After developing the map, transformational leaders
"begin experimenting with and evolving [their] big assumptions" (Sholl).
Transformational leaders know that surface change is not enough for organizational
cultural change.
A transformational leader embraces trends while jettisoning fads. Brett
McCracken cites the emerging church movement as such a fad. In 2000, it was a
buzzword; by 2010, it had totally lost its momentum and had become "a stigma or an
albatross that people don't want to associate with" (14). The wise leader discerns the
difference.
Vision
Vision is the ability to see a preferred future. Vision casting is on Hamilton's list
of essential characteristics (180). A God-given vision and vision casting are essential
attributes for transformational leaders.
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According to Sprayberry, four methods bring transformation to a church: change
poHcy, personnel, or programs or clarify vision. Changes in policy, personnel, and
programs may produce immediate results, but often they are short-term. Clarifying vision
purpose is often a more effective strategy for lasting change (96). According to Borden,
in the midst of change, if the situation becomes desperate, the best thing a leader can do
is to go back to vision (52). Vision casting is an essential leadership trait.
Early in a pastor's tenure, he or she can share pocketsize visions. These visions
can be easily unpacked and used in various settings to move toward a "direction but not
necessarily a destination" (Chivington 3-4). Pocketsize visions are only a week to six
weeks in front of where the church currently is, but they have the ability to create
momentum. Through these visions, the congregation begins to discern the heart of the
leader. Mini-visions are an effective way for a transformational leader to begin.
Vision and urgency go together. Unless leaders create urgency, persons prefer the
status quo to the change that vision demands. The status quo must become unacceptable,
so persons will desire hope, which means embracing vision and change (Borden 66). In
order for a pastoral leader to prepare a congregation for systemic change, he or she needs
to communicate urgency and vision in every conversation, every meeting, every service,
and every opportunity for three to five years (15). Vision casting and urgency can hardly
be underestimated. Vision is essential to reach younger persons. Lyle Schaller writes,
"Yesterday has limited appeal to the generations born after 1955" (32). For them, a
preferred future can be appealing.
Roxby describes the "Hedgehog Concept," which is one simple principle that
unites an organization (61-62). This basic principle guides and unifies everything, and
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this one unnegotiable becomes the focal point (91, 96). This core value can be an anchor
for vision.
Miller-McLemore writes that scarcity can be a gift. Scarcity and crisis make
denial difficult to maintain and therefore they can bring clarification (18). Scarcity calls
congregations to use their gifts more fully and to practice discernment (19).
Some say the glory days of mainline denominations are history, but Hamilton
shares five reasons that mainline Christianity can once again be a tremendous force for
the kingdom of God. "The union of the evangelical and social gospel,... the union of the
heart and the intellect,. . . the union of tradition with an emphasis on cultural relevance,. . .
a compassionate and grace-filled gospel,... and an elevation of the role of women in the
church" (203-06) are pieces of this hopeful vision that calls mainline leaders to persist.
These changing times that are the best and the worst, resonate with challenges,
opportunities, realities, and ambiguity of today's world with its "wisdom and foolishness,
light and darkness, hope and despair, abundance and scarcity, promising vision and
wrong direction" (Carder and Warner 87). Jesus began the Christian faith in such an era.
The Holy Spirit has sustained the Church through two millennia of challenges and
threats. One cannot know if the future will be the best of times or the worst of times, but
one can know that God is with the Church. (88). Transformational leaders embrace the
ambiguities as opportunities for creative leadership.
Tenure
The tenure of pastors matters and is far too short in many congregations. Tenure
is critical for understanding because it directly affects the health of a congregation
(Rainer). The United Methodist Call to Action report states that vital pastors stay for a
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longer tenure when they are effectively serving. Short-tenure appointments adversely
affect a congregation's vitality {16 Drivers), and longer pastorates are desirable.
Thom S. Rainer describes the "5 Stages of a Pastor's Ministry." Pastoral tenure
follows predictable seasons: year one honeymoon; years two and three conflicts and
challenges; years four and five crossroads; years six through ten fruit and harvest; years
eleven and beyond crossroads, part two. The third through the fourth years are the most
common for pastoral change, and if severe conflict occurs during this critical period, the
pastor will likely leave or opponents will force out the pastor. Although tenure rarely
reaches beyond ten years, the pastor will go down one of two paths. She or he will find
renewal as a leader, cast new visions, and tackle new challenges, or he or she will resist
the need to change and become complacent. Effective pastoral leaders know to look for
the seasons of tenure and potential blessings and pitfall that might arise.
Learning and Growing
Adaptive leadership is a term for leadership that is constantly learning and
changing. The image comes from evolutionary biology with three characteristics of
successful adaptation. First, the species preserves essential DNA for its continued
survival. Then, "it discards (reregulates or rearranges) the DNA that no longer serves the
species' current needs" (Heifetz, Grashow, and Linsky 14). Finally, "it creates DNA
arrangements that give the species' the ability to flourish in new ways and in more
challenging environments. Successful adaptations enable a living system to take the best
from its history into the future" (14). They describe a four-part process: diagnose the
system, diagnose the adaptive challenge, mobilize the system, and design effective
interventions (49, 69, 113, and 125). Adaptive leaders are able to mobilize the system, to
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design effective interventions, to see themselves as part of a system, to broaden their
bandwidth, to articulate their purposes, and to deploy themselves (181, 205, 221, and
223). Change and growth is part of the transformational leader's character.
Transformational leaders change in order to stay in step with a changing world.
According to Schaller, "Most of us who grew into adulthood before 1965 were taught
that life consists of making either-or choices. The world offers you two choices: take it or
leave it" (7). A twenty-first century pastor is "organized around a both-and approach to
what traditionally have been identified as either-or questions" (Hamilton 7). Tolerance
and variety are essential leadership qualities.
For member retention, transformational leaders should target these areas in the
order of importance, pulpit ministry, music ministry, church participation, and church
environment (Davis-Jones 142-43). The United Methodist Call to Action report concurs
and asserts, "Vital pastors inspire the congregation through preaching" (76 Drivers). The
most important change, pulpit ministry, is almost entirely in the control of the pastoral
leader.
Transformational pastors change in response to the changing metanarrative of the
culture. Although postmodern thought does not fit into a tidy package, general trends
affect culture. Sprayberry writes, "Postmodern people value: relationship over task,
journey over destination, authenticity over excellence, experience over proposition,
mystery over solufion, and diversity over uniformity" (37-38). Rather than division,
postmodernists believes differences bring enrichment:
The spirit of truth does not see the world in either-or or binary form.
Technologies are not always against nature. Human acUon and nature's
process are not always at odds with each other. Globalism and localism
are not mutually exclusive, hnmigrants and citizens do not have to be
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fearful of the other. Gay and straight are not enemies. Pro-life and pro-
choice people are not necessarily adversaries. Men and women are not
opposites. Archbishop Desmond Tutu said, "Differences are not intended
to separate, to alienate. We are different precisely in order to realize our
need of one another...." The truth emerges out of the exploration and
understanding of the many different points of view based on different
experiences of the people in the community. (E. Law 45)
Postmodern thought patterns build on a kaleidoscope of differences.
Transformational pastors change in response to different duties in different
congregations. When pastors, who have served smaller churches effectively and well,
become lead pastors in multiple-staff churches, they face a learning curve in delegating
responsibilities to others. Hamilton redefines the issue from "doing to making sure it gets
done" (8). Transformational pastors find guides and resources to help them through this
transition.
Rick Warren, Daniel Amen, and Mark Hyman write, "We usually think of failure
as a negative experience. But wise people know how to take advantage of failure. They
learn from it" (213). A leader becomes a success by learning what does not work and
then not doing it anymore. They claim that Saddleback Church has done more things that
did not work than did and that every minister and staff member at their church makes "at
least one good mistake a week. If we're not making any mistakes, we're not growing. But
we aren't afraid of failure. The freedom from the fear of failure is the freedom to grow"
(213). A gracious environment allows a transformational pastor to experiment and to
move a church forward.
Clergy Effectiveness
The West Ohio Conference prefaces its policy on clergy effectiveness by nofing
that God calls all Chrisfians to follow Jesus, to be like Jesus, and to serve Jesus. God calls
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some set apart for Jesus to a representative ministry, which the Church affirms in
ordination, hi evaluating clergy effectiveness, or clergy ineffectiveness, clergy and the
Church must reevaluate whether or not they are "called anew" ("Called Anew Task
Force" 1.1).
A list of vocational competencies and leadership qualities define effectiveness for
a clergy leader in the West Ohio Conference. Fruitful ministry and congregations will be
results of effective clergy ("Called Anew Task Force" 1.3). Faith shows in character and
conviction through maturing spirituality, integrity and authenticity, sound theology,
servant leadership, relational skills, self-care, connectionalism, adaptability, performance
standards of a healthy work ethic and quality results, ministry development with the
congregation, pastoral care, fire, proclamation, inclusivity, visioning and implementation
skills, inspirational and motivational skills, and administrative ability. The effective
clergy leader demonstrates fruitful ministry through evangelism and discipleship, conflict
management, passionate worship, radical hospitality, intentional faith formation, risk-
taking mission and service, and extravagant generosity. Metrics and denominational
financial support will measure most attributes of fruitfulness (1.3-1.4).
Characteristics of a Transformational Congregation
Congregational health is a key to the turnaround. "The church itself
(congregational make-up, demographics where the church is located, and church history)
. . . plays a fundamental role" (Hagiya 150) in whether or not a pastoral leader is highly
effective. A pastor may have a solid record transformational church leadership across
several congregations, but if a bishop appoints him or her to a dysfunctional congregafion
that is immune to growth, transformation is unlikely.
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Robert Schnase, a United Methodist bishop, has discerned Five Practices of
Fruitful Congregations. Vibrant, growing, fruitful, healthy congregations engage in
"radical hospitality, passionate worship, intentional faith development, risk-taking
mission and service, and extravagant generosity" (7). These practices focus the church
toward the fulfillment of its mission as congregations extend the invitafion and welcome
of Jesus, provide celebrations that connect worshipers to Jesus and to each other, create
shared experiences for spiritual growth, make a difference in their communities and the
world through mission and service, and nurture persons to give of themselves.
Spiritual Emphasis
With pastors and laity, transformational leadership begins with spirituality. An
emphasis on prayer and the formafion of a prayer team provide a good start toward
transformation. Then the focus in prayer must move from individual needs to corporate
concerns (Borden 71). The United Methodist Call to Action study asserts that lay leaders
in vital churches evidence a personal faith relationship that shows through active
attendance in worship, personal spiritual disciplines, intentional growth in faith, and
financial generosity. Small group life is a part of spirituality and discipleship, and healthy
vital congregations not only have adults active in small groups but also have a number of
small groups, programs, and ministries for youth and children. Seeking to connect a
variety of persons with God in worship, transformational congregations offer a mix of
contemporary and traditional worship {16 Drivers). A transformational congregation
clearly demonstrates authentic spirituality.
Healthy, vibrant, fruitful churches engage in passionate worship that connects
worshipers with God and with one another. Persons gather with eagerness and
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expectancy and authentically encounter Jesus through community activities that include
singing, prayer. Scripture, preaching, and communion. They allow the Holy Spirit and
grace to shape their lives, and the energy and the transformed lives become infectious
(Schnase 33).
These congregations also practice intentional faith development. Creative, quality,
on-site, and off-site group learning experiences help persons grow in the knowledge of
Scripture, faith, and Christian living. Sunday school, Bible studies, retreats, short-term
and long-term experiences, vacation Bible school, camps, and support groups are among
the variety of experiences these churches use (Schnase 62).
Willing Servants�Not Consumers
One of the polarities Charles David Wahlstrom discovered that affects church
vitality is "consumerism vs. community" (155). Some persons come to church to
consume the product, the service, without giving anything back; they come so that they
and their children may be entertained or fed. While / want to be fed, on the surface seems
like a noble quest, when one examines it critically, the motivation is selfish and means,
"It's all about me." Community is an improvement, in that it becomes all about us
although first-person plural selfishness is sfill selfish. Transformafion to congregational
vitality can begin when us transforms to them, when the congregation willingly serves
outsiders.
In his formative years, Adrian LeWan Pennebaker grew under a pastor who
would say that God did not bring people together for their own enjoyment. God has a
plan for the people of God, and God calls every Christian and every congregafion to seek
and fulfill that purpose that is far beyond any human or self-centered desire (88). Rather
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than consumers of a service, Christ calls Christians and congregations to make a
difference in the world.
Vital churches recruit, equip, and release laity in vital ministries {16 Drivers) as
laity discern their spiritual gifts and are trained and released into ministry. Part of the
training for ministries often includes apprenticeships (Phipps 77) in which learners serve
alongside a more experienced servant. Frazer Memorial United Methodist Church, with
their emphasis of involving "every member in ministry" (82) has a reputation for
involving laity in ministry. Lead Pastor John Ed Mathison served in ministries, and he
expected leaders and every member to find a spot to serve.
Signature ministries are "the handful ofministry activities undertaken by the
church that were performed with excellence" (Barna 78). Medium-sized churches should
have at least two signature ministries. Transformational congregations have willing
servants involved in excellent ministries.
Healthy, fruitful churches practice extravagant generosity. Giving is at the heart
of God's very nature, and growing generosity is part of the spiritual vision into which
Christians live as the Holy Spirit transforms them toward the image of Jesus. Part of the
motivation to give generously to the church is the genuine desire to make a difference for
Jesus and to bring their lives in tune with Jesus' higher purposes, and part of the
motivation comes from the satisfaction that comes with generosity. For generous
Christians, giving becomes a concrete expression of their love for Jesus (Schnase 107-
08).
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Lay Leaders Who Lead and Serve Together
Transformational congregations find ways to raise and train new leaders. Most
churches focus a lot of energy on the weekend services, which is a vital emphasis.
Healthy congregations also develop lay leaders who drive disciple making with the body
(Mancini). Vital congregations intentionally work to increase the understandings, skills,
and focus of laity so they can better serve, and they rotate laity in leadership positions so
that, over time, more persons become involved {16 Drivers). Transformational
congregations find the correct balance between autocracy and shared leadership
(Wahlstrom 155). Transformational churches identify, train, and release laity to ministry.
Will Mancini gives ideas for leadership training. Leaders can cancel ministry and
small group meetings for a week so they can gather for "no-draining" training. The
creation of a "leadership glossary" can speed up enculturation with shared unique
vocabulary, and targeted social media can grow leaders. A sermon series on leadership,
the use of apprentices, a leadership retreat, and a leadership book study are ideas to create
a leadership culture. Current leaders can help identify potential new leaders, and they can
serve, learn, and grow in safe experiences and thus expand "the shallow end of the pool."
"The deep end of the pool" expands as the highest capacity leaders stretch through
special opportunities. An intentional plan for leadership development is vital to
congregational transformation.
Rather than masters of their own kingdoms, leaders must lead together and
coordinate their efforts and the church's resources. George Barna asserts, "A key
precondition is to equip the people so they are willing to submit to leadership. Until this
happens, the church will remain a place of organizational disarray and spiritual
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suspicion" (91). Congregational leaders must submit to the proper church leader or
governing body. The alternative is the situation in the book of Judges: "In those days
there was no king in Israel: every man did that which was right in his own eyes" (Judg.
21:25, KJV). Anarchy hinders congregational transformation.
Harmony
In his high priestly prayer, Jesus prayed for all believers:
My prayer is not for them alone. I pray also for those who will believe in
me through their message, that all of them may be one. Father, just as you
are in me and I am in you. May they also be in us so that the world may
believe that you have sent me. (John 17:20-21, NIV)
Jesus prayed for their unity so that an unbelieving world might be convinced. In order to
be effective and transformational, a congregation must be in harmony.
Schaller notes that people who have different values can come together in
harmony within a congregation:
Substantial differences in values also exist between older and younger
generations in regard to a variety of issues, including marriage, divorce,
patriotism, abortion, music, homosexuality, money, war, the work ethic,
race, instant gratification, and the role of women in our society. (139)
According to Schaller, when a congregation narrowly defines its theological and political
stance, less conflict occurs, and that is "why theologically conservative congregations
find it easier to move up off that plateau in size" (139). Conversely, when a congregation
allows a broader theological umbrella, as the church grows, the likelihood of divisive
conflicts rises. If a congregation values a larger theological tent, the infusion of energy is
necessary to maintain harmony and revitalization instead of polarization.
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Outreach to Persons Outside the Fellowship
Out of genuine love for Jesus and for others, fruitful, healthy congregations
practice radical hospitality. Laity and pastors invite, welcome, include, support, and
assimilate newcomers into the body of Christ. They apply as much love, creativity, and
energy to those outside their congregation as they do to insiders who already belong.
Their hospitality is radical in that it differs so much from ordinary practices and exceeds
all expectations (Schnase 1 1).
The relationship to the community or the outward orientation or "cloister vs.
missional" is a key factor affecting church vitality (Wahlstrom 155). As congregational
leaders reimagine church and engage in meaningful ministry with other members of their
congregation, they find energy and new life. Formerly, they were "weary�exhausted by
doing largely maintenance work (raising money, cleaning buildings, attending meetings)"
(Grenz 102-03). They came to realize that church is more than "just maintaining
buildings and providing worship for its members" (103-04). Churches need to "love
where you live" as "urban, suburban, and rural churches respond to new challenges in a
less mobile era" (Hansen 35). Transformafional congregafions move beyond loving and
serving themselves and follow God to make a difference in the community and world.
Healthy, fruitful congregations practice risk-taking mission and service. Through
projects and work, congregations and persons make positive differences for Jesus in the
lives of those outside the church in their communities and around the world. They reach
out to persons whether or not they will ever become part of the congregation. This service
takes risks because it stretches participants outside their comfort zones beyond persons
they already know and exposes them to persons they would never know outside the call
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of Jesus. Congregations provide a buffet of options such as outreach events, mission trips,
and mission emphases, so that persons can serve and love persons whom Jesus loves
(Schnase 83).
Openness to Learning and Change
Transformational congregations are open to learning and change. "Inertia vs.
reinvention" is a key to revitalization as these congregations develop cultures of healthy
change (Wahlstrom 155). These congregations actively engage the future and know that
they must proactively prepare for the future rather than merely react to current church
needs (Barna 103).
As congregations open themselves to the Holy Spirit, they must likewise be open
to the changes the Holy Spirit might bring. Whether in the realm of an individual life or
in the arena of shared congregational life, God is not going to pour out the Holy Spirit
without the guarantee of change. Openness to an extreme makeover of inward heart and
outward actions is a prerequisite to the coming of the Holy Spirit (Dadisman 55). Indeed,
transformational congregations have already adapted to contemporary practices. The
United Methodist study of vital congregations notes that they "use more contemporary
music (less blended music that includes traditional tunes)" {16 Drivers) and more
multimedia in contemporary services. Transformational congregations lean into the
future.
Church change must take into consideration the core values of the church.
"Incongruence vs. code" is another key to church vitality. While churches change, the
change must be congruent with "the identity or "genetic code' of the church" (Wahlstrom
155). Churches can change toward methodology that is more effective without changing
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values of who they are. Borden notes, "When recruiting pastors, congregational leaders
and search committees often generate statements declaring that their church seeks a new
pastor to lead change. Many, if not most, pastors believe such press releases" (69).
Frustration comes when a transformational pastor runs up against a church that is
immune to change, but when both the pastor and congregation seek transformation,
amazing possibilities exist.
Vital congregations are changing. Wahlstrom cites, "The first axiom of
transforming churches is that every church needs transformation. Those, that don't
change, die" (154). The choice is transformation or death.
Synergism
A transformational pastor might serve a transformational congregation, but
without synergy, transformation is unlikely. For transformation, a pastor's "personal
mission/vision statemenf
'
must align with the mission/vision of the church because his or
her "personal mission directly effect[s; sic] their church mission" (Hagiya 131). When
congruence exists, a transformational pastor's passion and a transformational
congregation's passion create a spiritual reaction that becomes a powerful force.
Not only is synergy between pastor and congregation necessary, harmony and
synergy between pastor and staff must exist. Schaller sounds a clear warning: One "pitfall
for the visionary initiating leader can be found in too many large congregations. The
generic name for this potential pitfall is inherited staff (68). Staff with allegiance to a
former pastor can exclude the new pastor.
The pastor leading at the time of a breakout "was not leading by the sheer force of
a charismatic personality" (Salsburey 42). "Churches were not quick to adopt "new
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methodologies' or the 'hottest trends,'" nor did they have a "clearly articulated vision
statement" (25). The breakouts were both a work of the Holy Spirit and the synergy of
the pastor and congregation.
In his research, Roxby examined six small membership churches. Though many
find small membership churches to be an anachronism, he asserts they are uniquely
poised to reach the culture in which they serve. The church experienced renewed spiritual
and relational vitality along with "a renewed outward focus that seeks to touch the world
with the gospel message" ( 1 ). Churches of all sizes have the possibility for change, new
life, and growth.
The relationship of laity and pastor is a key to congregational renewal. Roxby
wrote, "That relationship is best described as a synergism between pastor and parishioner
with the pastor leading the congregation forward" (1). Synergy among pastor, laity, and
the Holy Spirit is vital to congregational transformation.
Church Healthfulness
Church health is the first priority for transformational leadership. "Health, not
growth, should be the pastor's goal in the setUng you now have" (Martin 77). Church
health occurs prior to church growth.
Organic Model
Brian Allen Law, a West Ohio colleague, studied the relationship between church
growth and church health. He asserts that church health always affects church growth
(110), but more important than the relationship between church health and church growth
is a church member's practices of specific spiritual disciplines and her or his perception
of church health (9). In order for a church to become healthier, one must focus on
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particular spiritual disciplines in order to strengthen a specific area in the church. One's
personal life also affects one's perception of the church, so if a transformational pastor
wants to strength a congregation's overall health, he or she must help congregants
perceive their lives, their church, and their community more positively (1 10-1 1).
Another West Ohio colleague, David Michael Cady, studied the impact of vision
on congregational health and found that vision positively affects church health. The
vision he studied was the core process for making disciples, radical hospitality,
passionate worship, faith-forming relationships, and risk-taking service (1 10) that West
Ohio Bishop Ough cast in 2001. The study used the Beeson Church Health Questionnaire
to measure authentic community, empowering leadership, engaging worship, functional
structures, intentional evangelism, mobilized laity, passionate spirituality, and
transforming discipleship. h\ 2004, the congregations that participated in the study
experienced statistically significant improvements in every health characteristic but one:
mobilized laity (1 10). The study found that the role of pastor leaders changed over that
period; clergy leaders must be able to communicate vision and discover methods for
congregants to live into that vision (1 14). Cady suggests the next step to improving
congregational health might be empowering leadership and mobilizing laity (115).
Many biblical metaphors used to describe the church are living beings. A
biological model describes an organic, relational church (Sprayberry 20). The church is a
spiritual organism rather than a human organization.
In the call to action study, United Methodists discovered four keys to vitality:
programs and small groups, worship celebrations with a mix of contemporary and
traditional style and relevant preaching, pastors who intentionally train and mentor laity,
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and effective leadership among the laity. The study discovered these factors to be
"consistent regardless of church size, predominant ethnicity, and jurisdiction" (Garcia
15). Congregations, especially United Methodist congregations, would do well to heed
this study.
Like organisms, "healthy churches go through life cycles of growth, pruning,
decline, and blessing. Healthy churches do often grow�sometimes for long periods of
time, but healthy churches also plateau, decline, and receive pruning from God's hand"
(Childs 40). Size is in God's hands not human hands. Paul writes, "I planted the seed,
Apollos watered it, but God has been making it grow. So neither the one who plants nor
the one who waters is anything, but only God, who makes things grow" (1 Cor. 3:6-7).
God seeks to move churches toward health and growth.
Faithful witness is the focus of a healthy congregation. Faithfulness does not
always mean growth, but any congregation can work on health and outreach in any
season of their corporate life (Childs 41). Health always pushes a church outside of itself.
Healthful Churches
For the individual, spiritual renewal begins with the outpouring of the Holy Spirit.
The same is true in the corporate life of the church. Church renewal depends on the
power and love of the Holy Spirit poured out in and through the congregation, hi fear of
offending nominal participants, some may object to such bold talk. Jeffrey Mark
Dadisman cites a mentor who said, "This is the way to new life in Christ! How can you
'turn off people that, for all of God's purposes, haven't been turned on yet?" (57). The
Holy Spirit is the key to church health.
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Many in the mainstream church think church heakh has to do with theology,
worship styles, and local church programs:
What I have noticed in almost all thriving congregations, however, is that
what makes the difference is the extent to which the community is open to
God at its core. Many churches simply aren't open to God. They let the
will, ego, and purpose of the dominant voices in their congregation . . .
drive the agenda. Instead of seeking God's call and purpose, they argue
over who is right and wrong. Declining churches tend not to be open to
God's presence. They worship, meet, and engage in ministry and mission,
but their sense is that God is in heaven, we are on earth, and all that
matters is doing good deeds. The congregants have no sense that Christ is
in their midst, and that this presence of Christ can bless them and make
their churches places of love. So they continue to engage in the practices
of the church, but they don't expect an encounter with Christ.. . . These
churches have no awareness that God's grace and power can work in their
midst. They have no awareness of the Holy Spirit. They are unaware that
when we become open to God, God's Spirit flows through the church to
make miracles happen. (Standish 1 1)
Rational functionalism believes that the mysteries of the universe and of life can be
uncovered through disciplined investigation and rational thought. If a congregation
expects God to bless them, it must overcome rational functionalism. N. Graham Standish
notes, "In blessed churches, people not only expect to experience God; they do
experience God" (1 1). A congregational encounter with the Holy Spirit is vital to church
transformation.
After a period of transformation, a congregation may have different persons with
different values. Childs reflects, "We backfilled the people we lost with hundreds of new
folks. Today we still have about 1,500 attending, but it is a very different congregation"
(39). Sometimes a different mix of persons is vital for church health.
Transformational leaders lead a congregation in kingdom growth. While church
growth may be a possibility, kingdom growth is always required. Transformational
leaders do risk new initiatives that will affect a congregation's future, but they never do it
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solely for the sake of change. Transformational leaders introduce change in order to
enhance their congregations' kingdom work�"God's Missio Dei" (Mundey 2). Healthy
churches focus on the mission of God.
Even though denominational politics can at times be dysfunctional, Ed Stetzer is
"a cautious believer in the idea that we can do more for the kingdom of God by doing it
together with people of common conviction�which usually means in a denomination�
than by doing it alone" ("Life in those old bones" 26). Healthy congregations find ways
to band together with other like-minded congregations to multiply their impact for God.
Not only are healthy congregations outward focused, but they also maintain that
focus against powerful forces that constantly encourage them to turn inward (Borden 22).
Sacrifice is a defining characteristic of healthy congregations since they exist more for
those who are currently not part of the congregation. Their mission is their goal, their
organizational structure focuses toward that mission, and they will change any
organizational structure that detracts or distracts from the mission goal (68). Almost
every congregation will care for its members, but healthy congregations care for others,
too.
A healthy congregation is together stronger than any of its parts. Some tasks
cannot be accomplished by individuals, accomplish and groups must come together to get
them done. Flying a Boeing 727, performing a string quartet, and playing a baseball game
are examples of such activities. Groups can work together in self-enhancing spirals that
improve the overall effecfiveness of the group (Cochran 9-10). Once a group is labeled
either good or bad, this perception becomes a self-fulfilling prophecy that can be very
difficult to change. Good teams often receive positive reinforcement from others (10). All
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groups that contribute toward the mission of the church are encouraged in a heakhy
congregation.
Hagiya discovered that the size and heakh of a local church has a significant
correlation with the effectiveness of the leader (1 13-14). Effective leaders make churches
heakhy; unhealthy churches can make quality leaders look very ineffective. Church
growth was the dominant focus of the Western church for many years. Leaders and
pastors have taught various methods that can produce numerical growth. Church health,
which seeks to improve the maturity and spiritual wellness of the body of Christ, is a vital
complement to the church growth movement (Stokes 11).
Concerning the literature reviewed for this project, the research material focuses
more on church health than on church growth while the books and other popular material
have dealt more with church growth. The research material reviewed says that growth
may be a byproduct of health. Hagiya says the preoccupation with numbers leads to a
capitulation to the dominant consumerist culture (118). Healthy churches focus on
discipleship and outreach and growth comes as a by-product of increasing spiritual
health.
At the end of his life, Moses exhorted the Israelites, "This day 1 call the heavens
and the earth as witnesses against you that I have set before you life and death, blessings
and curses. Now choose life" (Deut. 30: 19). Most individuals, and most churches, given
the opportunity to choose life instead of death, would choose life, but usually they do not
recognize their terminal nature until too late (Snow 88). In America, many congregations
are dying on the vine and, therefore, have nothing to lose. The time has come for
congregations to seek God earnestly and expectantly (Dadisman 57). God desires healthy,
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vital congregations who reach out to others and who make a positive difference in their
community and world.
Unhealthy Churches
In America, healthy, growing, and reproducing congregations are in a very small
minority, while the majority of congregations are average, normal, and dysfunctional.
Borden asserts that these two types of congregations exemplify two very different
cultures that cannot and will not coexist (68). According to Wahlstrom, unhealthy
congregations are program focused, they live in tradition and nostalgia, and they rely on
exuberant or charismatic personalities. They have a victim mind-set, a maintenance
mentality, and a poor public perception, and they have lost the centrality of gospel (39).
Unhealthy churches have a radically different focus than healthy ones.
Inward focused. Unhealthy congregations "generally focus inward rather than
outward" (Barna 36). In spite of abundant rhetoric about sacrifice, these congregations
exist more for congregational insiders, especially congregational matriarchs and
patriarchs than those outside the fellowship. Such congregations may perform many good
deeds of mission and outreach, but they never carry them out in a fashion that might put
the existence of the congregation at risk. More institutional than missional, these
congregations naturally focus inwardly with the major goal of maintenance of the status
quo. Rather than transformation, these churches tweak things to try to adapt to a changing
environment generally with great ineffectiveness (Borden 68). The change from inward
to outward focus requires a radical change in direction.
Derek Edward Russell indicts the evangelical movement with an increasingly
inward focus of congregations. Beyond the area of personal morality, the evangelical
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movement has httle to say about community social concerns. Congregations bring
together those who have formed a personal relationship with Christ into a special loving
community. While they urge outsiders to commit to the same relationship, they separate
members from the wider community, and morality becomes personal and private,
excluding public, social character (67). An inward focused church is unhealthy.
The me-first mentality subtly handicaps the church in many ways. After a
personal transaction for salvation, rather than a mandate to reach the world, the
congregation through programming separates people from the world. Evangelism loses
the urgency of a call to share the good news of Jesus Christ with persons who have no
hope (Borden 67). Worship becomes a way of meeting one's spiritual needs instead of
the adoration and praise of God. Good self-help advice or entertaining programing for
children feed the me-first mentality. Borden adds, "It never occurs to people to define
worship in terms other than meeting individual needs, or to put God rather than personal
satisfaction at the center of worship" (67). Persons, consumers really, move from church
to church, complaining that no one feeds them. This poor substitute for Christianity leads
many to believe all through life that the path to growth is to have more and more poured
into them rather than giving back to others. In the individualistic, self-centered focus,
membership replaces discipleship. The standards for membership tend to be pathetic and
undemanding (68-69). A self-centered, selfish focus is unhealthy.
When congregants retreat inside the walls of their building, they cut themselves
off from the taproot of their vitality. In opting for survival, they sacrifice their missional
identity and become increasingly irrelevant and marginalized from the larger society.
This ministry of survival is killing them, since their source of life is loving people outside
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the boundaries of the congregation (Russell 15-16). With a stagnant, stale traditional
congregation, the church becomes a social club focused on fellowship and caring for the
needs of its own members (Pennebaker 83). A good word for the hunkered few huddled
replaces the good news of Jesus Christ for a hurting and dying world (Russell 56). An
inward-focused church will dry up and die.
Among the reasons Carey Nieuwhof lists that cause congregations to stay small
are leaders who don't lead, a governing body that micro manages, too many meetings,
and too many events and programs that lead nowhere. Busyness is radically different
from mission accomplishment. Activity must move the congregation toward
accomplishment of Christ's calling.
Evangelism, unless it means bringing friends and family into the congregation, is
a distasteful word. Serving a more progressive congregation, Laura S. Rose writes of the
reluctance of their growing, vital congregation (4) to use the term evangelism because of
theological and political associations. They reclaimed the term in line with their
understandings. Many congregations allow the word to grow mold on their shelves
instead of growing new Christians.
The church originated as communities among the poor and marginalized. It has
become an ingrown social club with no intentional contact with underprivileged persons
beyond its wall. An intentional effort may even seek exclude such persons through dress
and congregational customs (Hance 16). Healthy churches reach out to others; unhealthy
churches placate their own.
When conflict comes, few know how to handle it. Many congregations do not
progress because members have never learned to confront and resolve conflict
in a
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Christlike manner. They do not have the ability to speak the truth with love, they do not
seek win-win resolutions, and they refuse to subordinate their positions to the will of God.
Healthy relationships cannot flourish without communication (Sprayberry 105). Self-
focused, self-absorbed leaders dominate unhealthy churches.
Absent young people. Healthy churches have persons of all ages, but many
churches exist with virtually no young persons. If children, youth, and young adults are
missing, a congregation finds it difficult to vibrantly thrive (Barna 36). Declining or
plateaued churches are usually missing at least one generation. A major conflict probably
arose when the congregation began to become unhealthy (Borden 59-60). Unhealthy
churches are top-heavy in age.
Kenda Creasy Dean and Ron Foster give a grim assessment of the involvement of
youth in mainline congregations:
The exodus of adolescents from mainline congregations is both legendary
and sobering. . . . Today more than half of the youth who attended church
as children have disappeared from church involvement by the time they
are seventeen. Even youth who go through confirmation tend to view the
ceremony not as a rite of passage into the life of the church but as
graduation out of it. (31)
They assert that youth groups are poorly able to foster growing, ongoing faith and note a
disparity of resources:
The congregation worshiped in the sanctuary; youth met in the basement.
The congregation gathered on Sunday mornings; youth gathered on
Sunday nights. The congregation listened to sermons; youth heard "youth
talks". The congregation had Bible study; youth had devotions. The
congregation had a budget; youth had a bake sale. (30)
Renewed emphasis on ministries with younger persons must be part of congregational
transformation.
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Lovett H. Weems, Jr. gives three possible explanations for an overall decline in
mainline attendance. First, worshipers attend less frequently. While in the past, a regular
church attender would worship almost every Sunday, now persons consider themselves
regulars if they attend twice a month or less. Second, constituencies are aging. "Mainline
churches have a disproportionate number of members age 65 and older" (11) Third, a
"lack of interest in religion" (11) contributes to the task of reaching young persons. "The
age group in which self-identified adherents of 'no religion' are found most is 25-34"
(11). Congregafions must meet the challenges in reaching younger persons.
Relevancy. The paltry percentage of younger persons who participate in a
declining or plateaued congregafion is a signal of the loss of relevancy (Garcia 15).
Internal symptoms of irrelevancy are the loss of mission identity, clarity and congruency,
institutional maintenance rather than missional purpose, and focus on internal values,
culture, and structure. External symptoms of irrelevancy are declining membership and
attendance trends, aging clergy and membership, and the difficulty in attracting a younger
generafion ("United Methodist Church Operafional Assessment" 131). Unhealthy
churches focus inwardly instead of becoming relevant to outsiders and to a younger
generation.
A disconnect between churchgoers and nonattendees is discerned in conversations
with persons who only attend church for weddings and funerals or just a few times a year.
They say they believe in God and like the teachings of Jesus but do not see them lived out
in action through the church. They find the church to be exclusive rather than welcoming,
judging rather than loving, and can find more peace doing yoga instead of church. They
have trouble relating to the worship and ministries of churches they have attended. Their
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perception is the church worries more about itself, the institution, rather than serving
people, and they think Church people act differently in their church meetings than they
do in worship ("Vital Congregations"). In order to find transformafion, unhealthy
churches must become authentically faithful to the teachings of Jesus.
In congregations worldwide, numerical growth receives exaggerated emphasis. To
increase their numbers, congregations change church services to entertainment, they
dilute gospel, and they replace the disciple-making commandment of Jesus with an
emphasis on enrolling members. Growing megachurches are on the increase, but a low
degree of concern for faithfulness to the ethical dimensions of Christian living and
outreach to those outside the congregation exists (Padilla 33). Numerical growth can be
suspect as the gospel can be reduced to a consumerist enterprise that accommodates the
dominant culture (Mundey 118). Unhealthy congregations water down the gospel.
Barry Jones studied the Anglican state Church, but his work has implications for
mainline churches still trying to live in a dated Christendom model. When membership
equates with citizenship, the dilution of faithful discipleship to nominal Christianity is
inevitable (304). Unhealthy churches foster nominal faith.
Spectator religion. Some theorize that megachurches foster spectator religion
especially when compared to smaller churches. Warren Bird's research finds the
opportunities and expectations to participate compare favorably to smaller congregations
(197). Certainly, workers and doers attend every size congregation along with those who
merely watch. The expectations of healthy megachurches are good expectations for any
size congregation.
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Healthy megachurches clearly express a high level of participation. They raise a
clear expectation that Christianity is far more than just a weekend service experience.
They continually create opportunities for participation and growth beyond the weekend
service, and they encourage all to participate. Healthy megachurches lead persons to
become deeply committed followers, while unhealthy ones leave results as shallow as
smaller congregations do (Bird 197). Unhealthy churches of any size substitute
membership for discipleship.
Resistance to change. Unhealthy congregations have a resistance to change
(Barna 37). To move back to health, congregations and leaders must become flexible,
since yesterday's methodology produces little fruit today (Borden 36). Transformation
must include new methodologies to reach new persons.
Schaller asserts that in the vast majority of North American Protestant
congregations, the most members are much more comfortable with plateau or decline
than with the changes that would be required for turnaround to growth (23). Caring for
today's members is a higher priority than reaching people beyond the walls, so numerical
growth is not a high priority. Growth requires more effort than the adjustment to gradual
shrinkage. An example is the Sunday morning schedule: Congregations require much less
effort to gather support to cut from two worship services to one than to increase from one
to two, especially if the services would be different to attract different constituencies.
Church transformation requires effort outside the church's comfort zone.
Many persons find the possibility of rapid numerical growth to be scary, so they
become comfortable with a modest decline in attendance. Many would prefer short-term
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growth with the goal of reaching that comfortable plateau to rapid growth to a larger size
(Schaller 19). Unhealthy churches resist God's vision for a preferred future.
Most of the literature deals with gradual decline, but one article shares a story of
precipitous decline. In one megachurch, sexual and fiscal misconduct by staff and elders
in the church brought about a perfect storm. One staff member described the death spiral,
as the negative publicity led to negative momentum that led to an exodus of persons.
"Just surviving Sunday morning became my [Ralph's] weekly goal" (Neighbour and
Wilson 75) The church no longer was a fun place to be, and a lifetime of work quickly
unraveled. Decline, either rapid or gradual, is a sign of the lack of church health.
Buildings or persons. Erwin McManus asserts that older, declining
congregations "value their buildings more than they value people or the gospel"
(Neighbour and Wilson 76). Church are dying not because of style; values cause the
downward spiral. If a transformational leader can change the people's values, it is
possible for a congregation to turnaround or maybe more importantly to birth something
new. A problem exists when a congregation identifies the church as a building instead of
the church as the people. Members of a congregation may claim the church is the people,
but through their control, their allocation of resources, and their lack of hospitality, their
actions may betray a different value (Summers Abstract). Healthy churches value and
focus on persons.
A building campaign may magnify the problem of a building. Many churches
began major began major building campaigns with great enthusiasm, but pressure,
tension, and bickering replaced the enthusiasm, and all that remained was debris (Barna
36). Churches that enter into building campaigns must enter with a fair amount of
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caution. Often these churches lose their pastors within five years of the completion of the
new building (105). If managed poorly, a building project can become a church disease.
Buildings can be expensive as the economic pressure of the cost of facilities is
increasing faster than the rate of giving (Garcia 15). Whether stated or not, church goals
often fall into one of two categories: Survival and self-preservation or mission, which is
evangelism and social transformation. Without intentionality, the default goal will always
be the status quo or survival (Sprayberry 22). Unhealthy churches seek merely to survive.
Denial, hi regards to their decline, many congregations are stuck in denial. Grief
may be a component of that. They may claim a vision that moves them forward, yet
remain stuck in the emotional grief of loss. They are unable to move forward because
losses not appropriately named, claimed, and grieved remain buried, but the intense
feelings associated with them still drive behavior (McFayden 20).
The "Call to Action" report considers only 15 percent of United Methodist
Churches to be vital ("Call to Action: For the Record" 2). Stetzer asserts, "Mainline
denominations are no longer bleeding; they are hemorrhaging. Increasingly, they are
simply managing their decline" ("Chicken Little" 37). Mainline denominations are trying
to reach beyond their traditional class and racial constituencies and are attempting to
reach younger people, but these denominations might be "approaching a tipping point:
with fewer and increasingly older members, the shrinking attendance will make many
congregations unsustainable" (Weems II). Unhealthy churches are in denial in regards to
their bleak future.
Congregations and leaders seem to be plagued with tendencies that thwart even
the healthiest kinds of change. Among these are defensiveness and denial, the willingness
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to blame God or the messenger, cowardice, coasting, and nostalgia (Shultz). The United
Methodist Call to Action Report states that the status quo is unsustainable. The
denomination and local congregations need dramatically new behaviors instead of
incremental changes to reverse the decline. The lack of decisive, strong adaptive
leadership will increase the rate of decline ("Call to Action: Steering Team" 18-19). No
shared sense of urgency and no commitment to systemic change or to the redirection of
leadership and resources exist to affect this decline ("Call to Action�Final Report" 11).
Most congregations see themselves as above average, but statistics reveal that 85
percent of congregations are spiraling downward and many of them live in denial ("Call
to Action�Final Report" 32). The first step to renewed health is to acknowledge the
desperate need and realize what is at stake if nothing changes (Dadisman 32). The first
step to solving a problem is to recognize that the problem exists.
The church needs transformational leaders who desire and work toward church
turnaround, but to think the right pastor can turn around the congregation can be overly
simplistic. Many times, a highly effective, visionary, initiating, experienced pastoral
leader came to a church that seemed to want that style of leadership. After a couple of
years, that pastor left, disheartened, discouraged, defeated, and filled with profound self-
doubts (Schaller 65). A beginning step toward health would be for the church to trust and
follow their pastor leader.
As congregations assess their situations, the sad truth is that some congregations
cannot turn around and need to be closed (Barna 107). Nevertheless, a hopeful story
comes from Mary Louise Gifford's research. The twenty-five people left in their
congregation knew that if they were going to have a future, they would have to change.
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and they did. One member said that rather than kiUing them, change brought them back
to Hfe ("Never Let Money" 5). In order to experience transformation toward church
health, change must be embraced rather than feared.
Revitalization
Even though the United Methodist Call to Action states that a vast majority of
churches lack vitality, it still casts vision of what churches should be. Vital congregations
are places where new persons become disciples of Jesus Christ, where persons receive
nurture and grow in grace, where the congregation witnesses to the gospel and engages in
works of justice and mercy in their communities and in the world. The ability to organize
communities of persons experiencing the means of grace and serving others has been the
hallmark of the Methodist movement. The time has come to renew that focus, to
encourage one another, and with accountability to help one another toward effectiveness
in "making disciples of Jesus Christ for the transformation of the world" ("Call to Action:
For the Record" 1). This renewed focus is the task of revitalization.
That task is arduous, and Borden claims that leading an unhealthy congregation
toward systemic change is trying to accomplish the most difficult change ever (68).
However, difficult is not hopeless. Neighbour and Wilson reflect on three years of
transformation in the congregation, and the change was not subtle. They notice two
things in the congregation on Sundays: "those who left and those who came in" (77).
New life emerged from the ashes. Revitalization is that�life from ashes.
Russell cites former West Ohio Bishop Ough who, in his 2005 episcopal address,
asserted that one-fourth of congregations were growing in worship attendance, one-
quarter were stable or growing modestly, and half were declining (19). Since 50 percent
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of the congregations need revitaUzation, ample opportunities for transformational leaders
to lead exist.
Biological Model
Sprayberry delineates a spectrum of approaches the congregational management
and revitalization. The biological, organic, relational model is at one end of the
continuum, and it views the congregation as a living organism and claims that most
biblical metaphors describing the church are living metaphors (20). This right-brain
approach to congregational management would view congregational leadership as an art
form. The corporate, business model is at the other end of the continuum which, in its
extreme, views the church as an organization, created by managers and sustained by
management decisions (20). This rational, structured, task-oriented approach is left-brain
oriented and views congregational leadership as a science.
The United Methodist Call for Action report identifies the need for more
standardized reporting systems and management processes, which are in line with a
business model ("Call to Action: Steering Team" 7). Denominational consultants noted
the complexity of the United Methodist Church:
We have come to understand the Church as a very complex "mechanism"
structure. We have often thought of the Church's structure as analogous to
looking into the back of an open spring-wound watch with the connected
turning gears, jewels and springs�somehow this amazing thing works but
it is difficult to discern how from first looking at it. ("United Methodist
Church Operational Assessment" 23)
Revitalization for an entire denomination or movement is a complex issue.
Sprayberry began a revitalization project in his small membership church, which
had been stagnant for three decades. He began with a strategic plan, but halfway through
the process, he changed his methodology (6). He discerned that the small membership
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church is a relational community that resembles an organism rather than a task-driven,
goal-oriented, rationally structured organization. His conclusion is that small membership
churches should embrace their organic orientation rather than denying it. In doing so,
these revitalized churches can be strategic outposts poised to make a difference in a
postmodern world (6). Revitalization is an art form tailored to the needs of the individual
congregation.
In her research, Lisa Marie Sullivan also notes the organic nature of the
revitalization process. In a successful turnaround, the process was organic and flexible in
nature, and it required a large amount of emotional investment and spiritual persistence to
bring about vitality and renewed health (5). She later notes the use of a blend of an
organic process and an intentional business strategy (79). Marshall E. Stokes also notes
the blend when he says his project focused on a product and a process (181). Leadership
in revitalization is an art form.
Pastor
A transformational leader certainly is the key player in the revitalization process.
In order to break the death spiral, transformational leaders must give an authentic
assessment and must develop a plan for turnaround (Barna 94). While the pastor does not
have to develop every part of the strategic plan, he or she must lead through the
transformation.
Wahlstrom cites "ten biblical factors affecting revitalization" (130), which are all
matters of the heart�the heart of the transformational leader and the heart of the
revitalizing congregation. Hearts must be broken, transformed, hungry, worshipful,
generous, faithful, prophetic, missional, and communal. They must also have a leader's
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heart (130-32). The transformational leader must not only lead strategically but also
biblically and spiritually.
Rediscovering Vision While Honoring Culture
Merritt imagines a time of revitalization, growth, and generational understanding
in mainline congregations. Congregations will grow in hospitality and tolerance as they
begin loving their neighbors as they love themselves. In renewing relationships with God,
with one another, with persons around them, and with the world, the renewed
congregations will begin to participate in the traditions that have always formed our faith
communities (31). Revitalization leads churches into biblical values.
In the revitalization process of a megachurch that lost half its attendees following
scandals, the remnant's task was to remember, recover, and rediscover the meaning of
being a local congregation (Dodd 38). If revitalization is to occur, congregational
leadership meetings will need transformation so they focus on vision, goals, and priorities
that will drive the distribution of precious limited resources (Schaller 75). Dadisman
warns, "Church health, when applied by itself, can become inward oriented" (88), and an
inward orientation is not church health. In order for a church to be healthy, its direction
must be both inward and outward. Rediscovering mission and vision is a key in the
revitalization process of any size church.
Sprayberry offers the caveat that as a pastor works to correct what is broken in a
congregation, she or he must be careful not to break the culture, which occurs when a
pastor tries to change the culture radically by making old churches young or traditional
churches contemporary. A vision to reach sinners rather than saints is good, but that focus
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cannot come at the expense of the current cuhure. Missionaries know their role is to bring
the message of the gospel to persons in a culture rather than to change the culture (89).
Long Process
Church revitalization is a long process, it may require a number of years to
dismantle old systems and implement ones that are more effective. The amount of time
required is one of the major hindrances in church turnaround (Gifford, 'Turning toward
Life"" 19). Not an instantaneous event, the movement from congregational health to
dysfunction usually takes between two and twenty years to occur; the revitalization
process likewise takes time. While noting church turnarounds take between one and ten
years, turnarounds average three or four years to return congregations from dysfunction
to health (Barna 41). Longer pastorates facilitate the revitalization process.
Russell cites an eight-stage process for revitalization that was originally designed
by John P. Kotter: A sense of urgency is established, a guiding coalition is created, vision
and strategy are created, vision is communicated, action is empowered, short-term
victories are won, gains are consolidated, and changes are anchored in the culture (80-
91). While one may assume the culture would be the first thing that needs to change, in a
congregational turnaround, culture is always the last thing to change (91). Congregational
transformation is a long-range process.
As Sprayberry looks back on the revitalization process, he notes several
observations. While good organization is important for revitalization, it is not the key.
Small membership congregations need to cultivate kingdom thinking instead of church
thinking. They move ahead through exploring the past, and indigenous leadership is
critical for the small membership congregation. Since small membership congregations
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cannot do a large variety of ministries, they must accept that limitation and choose the
emphases that work vest in their context (111-18). Especially in small-membership
congregations, relationships are the keys to revitalization.
Michael Cochran cites a six-step intervention cycle: Goal, plan, act, review,
reiterate successes, and revise. In a spiral intervention, this cycle repeats until it creates
ongoing health and growth (130). Change toward health is a continuing process.
Sunday Morning
Sunday morning was paramount in congregational revitalization; therefore, it may
be the place to begin church turnaround. Within the worship experience, leaders may
have the most control over preaching, so a renewed emphasis on preaching may be the
place to start. No other aspect of the congregational life and ministry is more important
than Sunday morning, and almost every church that is plateaued or is in decline drifted
away from Sunday morning emphasis (Kendrick 51-53). Revitalization begins with
Sunday or weekend celebrations.
Change or Die
Unhealthy churches must either change or die. They cannot sustain the status quo,
incremental changes will not bring renewal, and dramatically different behaviors are
required. A heightened sense of urgency must occur, and changes in leadership
expectations with sufficient resources to renew congregations take place ("Call to
Action�Final Report" 1 1). Coming to the realization that a congregation exists between
deep changes or slow death can be a powerful step on the road to revitalization, but if that
is the only step, it will lead to despair (Russell 17). Wahlstrom cites an axiom used in
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church revitahzation: "Every church needs transformation. Those that don't change die"
(154). The realization that a problem exists is the first step tov^ard change.
The challenge from Jesus is not change or die; his challenge is die, then change.
He said, "If any want to become my followers, let them deny themselves and take up
their cross and follow me" (Mark 8:34-35). In Jesus' world, the cross' sole purpose was
to kill; his invitation could only be an invitation to die�physically or at least
metaphorically. However, for Jesus the cross was not the end; the resurrection followed.
One must follow Jesus beyond denial of self, beyond the cross, to the new life that begins
on the other side of the resurrection. The congregational revitalization process likewise
calls churches to die so they can find resurrection, but of course, resurrection is a central
belief of the faith (Bush 31). The revitalization of a dying congregation may indeed take a
miracle, but Christians believe in miracles.
Grief work is hard work. Change brings loss and letting go of attachments, which
yields grief, which hurts. In the midst of grief, transformational leaders help
congregations grieve and let go, so they are able to develop new attachments (McFayden
20). Most congregations do not want or readily expect leadership that will help them face
their losses and help them grieve. Instead, they long for leadership that will minimize
their losses and help them avoid painful grief (20). Church must squarely face the
challenges of grief and change.
Start with a ministry audit of every ministry of the congregation. Determine
which ministries support the new vision and mission and which ministries do not.
Churches must discard or change those that do not. While letting go of any ministry is
difficult, a test of whether or not a congregation is mission driven is not only what it does
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but also what it stops doing (Cochran 112). Clergy and lay church leaders and church
members exhibit several tendencies that get in the way of even the healthiest changes.
Some of these reasons are defensiveness, denial, blaming the messenger, blaming God,
nostalgia, cowardice, and coasting (Shultz). Transformation begins with honest
evaluation of current ministries.
Organizational Change
One of the axioms of leadership is that every organization's design causes it to
achieve what it is presently achieving. If a congregation is in decline, the organization
probably contributes to that decline. Rather than complain, leadership needs to redesign
the organization. Jesus Christ created the church as an untamable, advancing,
revolutionary force for the transformation of the world. If a congregation is not part of
this force, then its organizational structure must change (Swanson and Rusaw XI). The
mission of Jesus must be the driving force in revitalization.
Not only behavior but also a shift in mind-set is required for adaptive change
(Sholl). It may actually involve a change in lay leadership. Borden says, "When meeting
with the church board, I tell them that if they go through this process, many of them will
probably need to vacate their positions because it has generally been under their watch
that the congregation has declined" (104). Leaders must be willing to step aside to allow
transformation to occur.
Sullivan's findings asserted that strategies for revitalizafion were not always clear
from the onset and were both organically and intentional, and they met varying degrees
of resistance to the change. The revitalization process is difficult, and accepting loss and
letting go were important turning points toward revitalization (75-77).
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Linda L. Grenz describes one woman's experience in a congregational
reimagining exercise:
One woman wrote that she drew "the traditional building with stick people
sitting in the pews. This is the church that I grew up with." That would be
the expected response from a traditional member, but she added, "I then
drew a body of water with young and old gathered around for prayer and
music. This is to remind me to think outside of the box." (100)
If persons can begin to think outside the box, maybe they can do things that are outside
the box, and if they can do things outside the box, revitalization can occur.
Resources
Eric H. F. Law lists six "holy currencies," which will sustain missional ministries.
The currencies of time and place are properties from which a congregation offers
ministry. The currencies of gracious leadership are abilities that lay and clergy leaders
use respectfully and truthfully to affect persons within and outside the congregation. The
currencies of relationship are internal and external mutually respectful networks. The
currency of truth is the ability to articulate holistic truth. The currency of wellness is
social, economic, physical, ecological, and spiritual health. The currency of money is
financial resources. A healthy congregafion uses these six holy currencies for missional
ministry (11-12). Transformafion involves leveraging these resources.
Writing about "leadership in scarcity," Miller-McLemore describes the scarcity of
funds as a balancing act between the opportunities for ministry and the costs of the
building (17). Triage on the battlefield attends first to those with the greatest chance of
survival while leaving those with gravest needs to die unattended. In the midst of
scarcity, pastoral leaders often feel they are on a battlefield. Repeatedly saying "no" to
many good things so that he or she can say "yes" to the best thing is a constant strain, but
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leaders know that good is often the enemy of the best{l^). Leaders sharpen vision in
time of scarcity.
Hope
Hope for the revitalization of small to medium size plateaued traditional churches
is reasonable. USA Churches ("Church Sizes") is an on-line directory to help searchers
find a congregation. The directory categorizes congregations by size: megachurches,
large churches, medium churches, and small churches. The list defines medium-sized
churches as those with average weekend attendance between 51 and 300 people ("Church
Sizes"). Consensus is that revitalizing a small to medium size plateaued or declining
church is not an easy task. Kendrick cites the growth cycle of a church as "birth, growth,
plateau, decline, death" (124). Congregational revitalization holds for the hope that
decline and death are not inevitable and that growth and rebirth are possible. Cochran
offers no formulas for spectacular growth for small, established, rural churches, but
discerns that in the postmodern culture, the small membership church finds itself
uniquely positioned for effective relational ministry if they it replaces a survival mode
with a kingdom vision (27). Vision-following small membership churches can affect their
communities for Jesus.
A Plan
A plan is essenfial for turnaround. Revitalizafion takes courage, commitment, and
buy-in from pastoral and lay leaders, and it takes a detailed, written plan (Stokes 12). A
medium-sized congregation necessitates a plan or a process for transformational leaders,
both clergy and lay, to work together for congregational revitalization.
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A number of good plans exist. All the dissertation project interventions in this
literature review moved congregations toward better health and vitality and renewed
growth. All the books noted in this reviews have plans that will revitalize churches and
yield growth. What follows is an overview of plans divided into three categories: Church
health, church growth, and missional church.
Church Health
While church health plans move toward health and growth, their primary focus is
on church health. Dysfunctional systems are replaced by ones that work. Church health
comes before church growth.
Direct hit. Borden's book delineates a plan to revitalize a declining inward-
focused congregation to a healthy, growing, outward-focused one. This book would be
interesting to study with lay leaders who would subsequently decide whether to work this
process. The back cover of the book makes the following promise: "Develop a vision and
communicate a strategy for its implementation, motivate a congregation to embrace the
vision, develop resources, ideas, and personnel to prepare for change, embrace and
implement change, [and] embed a new DNA into the life of a congregation" (Back
cover). This is a comprehensive strategy for church turnaround.
The majority of congregations are in decline, and those declining churches are
becoming more and more inwardly focused (Borden 17). In contrast, healthy
congregations focus outward, and these churches keep that focus while mighty forces
constantly seduce the congregation to focus inwardly (22). The direction of the focus is a
major symptom of whether or not a congregation is healthy.
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One appendix is a congregational self-study, including history, demography,
community study, beliefs and practices, documents, and summary questions (Borden
127-32). Borden asserts, "The movement from an inward focus to an outward focus, with
rare exception, demands a major shift in who controls the behaviors of the organization"
(34). Leadership, either in personnel or in focus, must change in order to effect
organizational change. Three teams are instrumental to this process. Team one is a prayer
team, which prays more corporately than individually (71). The second team is the vision
or dream team, which will prioritize community needs to address and develop strategies
to communicate and implement ministries to meet these needs (73-74). The task of team
three is developing personnel. This team of passionate, gutsy, malleable, mission-minded,
intelligent, and optimistic leaders will lead a weekend intervention (76). This group will
expand with emerging leaders and implement change. The pastor develops a team and
trains them to bring about change and revitalization (75-76). The pastor is vital to this
process.
All staff members would be required to accept three major goals. The first is the
number of new disciples that will come into the ministries they lead or coordinate. The
second goal is the number of new leaders they will train in their area. The third goal has
specific numbers for growth in the coming year (Borden 115). Buy-in from staff
members is essential.
The preparation for systemic transformation and leading a church through this
transformation are two different tasks. The preparation phase may take five years;
however, if the time is right, the work of preparation can bear much fruit both in terms of
a healthy congregation but more importantly in terms of eternal rewards for congregants
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and the surrounding community and world (Borden 123). Direct hit is an intriguing
growth plan.
Natural church development. Natural church development is a process in which
churches assess their health and work to improve it. The by-product of this process may
be fruitful growth.
German theologian Christian Schwarz designed a detailed questionnaire in which
parishioners assess spiritual vitality and wellness (Stokes 1 1). This process emphasizes
that the way to congregational renewal is through church health. If the quality and health
of a church improves, the chance that the congregation will experience numerical growth
increases (Dadisman 22). Health comes before growth.
Principles identified are "empowering leadership, gift-oriented ministry,
passionate spirituality, functional structures, inspiring worship, holistic small groups,
need-oriented evangelism, and loving relationships" (Dadisman 22). Analogous to eight
staves in a barrel, which could fill to the height of the lowest stave, the study identifies a
minimum factor, and a designed strategy works to improve that factor ("Natural Church
Development Summary"!). The interplay of all eight principles is important. As the
minimum is improved, a study identifies another new minimum for improvement. Since
not all eight areas can receive the same amount of energy, the area or areas that will yield
the greatest long-range return must receive concentration. Especially with a concentrated
for improvement, minimum facets can change rapidly (1). Raising the lowest stave on the
barrel improves church health.
The process engages a five-step process. Step one is prepare through leadership
commitment and intercessory prayer. In the second step, diagnose, the congregation takes
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a survey, they analyze a minimum factor in-depth, and they identify three to five key
issues. Step three is plan, and the congregation develops a strategic plan to address the
key issues. Implement is the fourth step in which they execute the strategic plan. Step five
is evaluate in which the survey is then retaken, which restarts this cycle ("Natural Church
Development Summary" 2). This continuing, cyclical process improves church health.
Root cause analysis. Root cause analysis is a nonpunitive, problem-solving
systems tool for quality improvement that has been developed and used in the secular
workplace. Root cause analysis attempts to identify and correct the root cause of events
instead of merely addressing symptoms. The goal is to prevent problem recurrence
(Stokes 11).
Root cause analysis finds the root causes of events with safety, health,
environmental, quality, reliability, and production impacts. This tool discovers not only
how an event occurred but also why it did (Rooney and Vanden Heuvel 45). The design
of a workable corrective measure to prevent future events is possible only after why an
event occurred is determined.
Root cause analysis is a four-step process that includes data collection, causal
factor charting, root cause identification, and recommendation generation and
implementation (Rooney and Vanden Heuvel 46-48). The causal fact chart is a sequence
diagram with logic tests that describes the events and the conditions leading up to an
occurrence. Causal factor charting provides structure for investigators to analyze and
organize the information gathered. They develop a skeleton causal factor chart as soon as
the investigation begins and then enhance it as the investigation continues until the root
cause is uncovered. The causal factor chart is simply a sequence diagram with logic tests
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that describes the events leading up to an occurrence, plus the conditions surrounding
these events. One causal factor occurs only in rare cases; usually a combination of
contributors leads to an event (48). The identification of only one obvious causal factor
will likely create an incomplete list of recommendations which would lead to recurrence
of the problem because the leadership team did not learn all that they could from the
incident (Stokes 130). Healthy organizations work to identify mistakes and to learn from
them. Proactive organizations aggressively search for problems while still in their early
stages, and then they quickly address and correct them. Quality management at its best is
a continual cycle of assessing the root cause of problems, modifying procedures, and
implementing better processes (130). Rather than finding whom to blame for the
problem, this process seeks to diagnose and correct the problem.
In a larger context, four steps address errors: (1) determining the root cause, (2)
taking corrective actions that make recurrence of the error difficult, (3) ensuring prompt
detection of future events through continual evaluation and reevaluation, and (4)
changing the organization's attitude and perception toward errors (Stokes 130). The goal
of root cause analysis is reasonably identifiable causes. Investigations must be cost
beneficial since the indefinite search for root causes of events would consume valuable
human resources. Recommendations for change must always directly address the root
causes discovered in the process (Rooney and Vanden Heuvel 46). The goal of root cause
analysis is increasing church health.
Healthy Church Initiative. The Missionary Church denomination developed The
Healthy Church Initiative to affect a plateau in numerical growth and to reestablish
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distinctive values important to the historical holiness culture of that denomination. The
plan has a process and principles that are transferrable to other congregations.
Pastors and task force members receive training in three strategies: the prayer
base, the love environment, and the discipleship strategies. The premise of the prayer
base strategy is that prayer is the basis of all ministries, the affirmation of the necessity of
the activity of the Holy Spirit, and the foundation for accessing the power of God.
Salsburey says. "The love environment strategy encompasses both the relationships
within the church family and the compassion for the community, exceeding mere words
with the love of Christ" (20). The discipleship strategy helps the task force develop a
description of a disciple and then works to make disciples, who in, turn make disciples
(21). The other components of the Healthy Church Initiative are "the mission-driven
strategy, worship service strategy, equipping strategy, leadership multiplication strategy,
effective structures, and Bible-centered ministry" (30). Following the return to health,
church growth becomes possible.
Church Growth
While church growth plans move toward growth and health, their primary focus is
on church growth. McManus believes that when people come to Christ and develop into
faithful disciples, every other problem is overcome (Neighbour and Wilson 76). Borden
believes the greatest priority for the church is revitalization that refocuses congregations
and congregants on the Great Commission. Leaders must strategically use words to drive
this kind of systemic change (Barna 15). This emphasis proposes that church growth
will
solve church health issues.
Martin 84
Evangelism of persons who do not know the good news. Jack Jackson
illustrates the need to share the basic gospel message with this story:
Last Christmas season, my family walked through the downtown
community where we live. In one of the store windows we passed were a
small set of woodcarvings that included a baby, two adults right next to
the baby, three kingly-looking persons nearby, and a scattering of cows,
donkeys, and ducks. I still am not sure of the significance of the ducks, but
we were looking at a creche.
One ofmy children's friends pointed out the Nativity scene. He said it
was the strangest thing he had ever seen. Cows never hang out with ducks,
much less people, he said.
"What is this?" he asked.
My wife responded by saying it was the Nativity scene.
"What is that?" came the response.
"It is the story of Jesus' birth in the stable."
To which our friend said, "Never heard of it." (5)
According to polls, 20 percent of US citizens are without a connection to any religious
tradition. Although persons like this live in every community, by their evangelistic and
missional practices, many congregations assume a universal awareness of the Christian
story that clouds effective evangelism (Jackson 5). Never-churched is more descriptive of
persons outside the church than the term unchurched used a generation ago. The current
reality is that many persons did not grow up in any community of faith. Methodology that
invites and shepherds never-churched persons into the Christian faith and into the church
is different from past methods (5-6). Persons involved in evangelism must prepare
themselves to tell and explain even the most basic Christian stories rather than assuming
their listeners know this information.
In one study, persons in one mainline denomination find the word evangelism to
be laden with unhelpful baggage; however, they do have "a strong desire to participate in
faith formation experiences that are discussion based and focused on the intersection of
faith and everyday life" (Rose 84). While the mandate is for all congregations and all
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Christians to share the good news, the first task may be to find language that tailors the
process to the specific congregation.
After leading a congregation through resurrection following a painful experience,
church became fun again. Persons want to bring their friends, persons are coming to
Christ, and leaders are birthing new ministries, hi the renewed congregation, one question
evaluates every activity: "Does this connect with people farthest from Christ and help
bring them closer to a relationship with him?" (Neighbour and Wilson 77) A church that
is not asking this question may already be dead. God calls all Christians to reach those
outside the faith.
In social media, Ron Edmondson, a pastor of Grace Community Church in
Clarksville, Tennessee, shares why he includes nonreligious updates to congregational
news as he promotes his congregation:
If I struggle with family stuff or I think life is funny sometimes, people are
more likely to come to me when they are going through something....
People are [thinking of] Facebook as an evangelistic tool. That's not the
point; the point is social media�building relationships in a community.
(qtd. hi Bailey 14)
This method is one way to begin connecting never-churched, pre-Christians to the gospel.
Relationships set the backdrop for the sharing of the gospel.
Evangelism of nominal church members. According to recent Barna research,
90 percent of Americans claim to be Christian, yet many do not know the most
elementary things of the Christian faith. Nine out of ten Americans do not know what the
Great Commission is, 70 percent do not know John 3:16, and seven out often could not
explain what "the gospel" means (Heckaman 15-16). Many apathetic nonbelievers attend
church and never accept Christ. A significant number of persons who have attended
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church for more than five years have not made a commitment to Christ and are not even
actively exploring faith. A long-term church attender usually becomes quite content with
her or his spiritual life, and if that attender has never made a personal commitment to
Christ, she or he will likely never do so (Hawkins and Parkinson 19). The first task of
evangelism is inside many congregations.
Stetzer maintains that while polls suggest that the Christian faith is less popular in
the United States, that statistic does not include the shrinkage in authentic believers.
Instead, nominal Christians are identifying themselves as persons without a faith tradition
("Chicken Little" 37). Nominal Christians, especially those within the church are a
mission field the church must seek to reach. One way of reaching these persons is to
move from educational instruction to experiential spiritual development and to move
from an institutional image of church to an organic one that will nurture vitality and
growth (Rose 5). Churches must find experiential methodologies for persons to have a
personal experience with Jesus.
In their research, Willow Creek discovered a spiritual continuum. They
categorized persons in four ways: those who are exploring Christ, those growing in
Christ, the ones close to Christ, and those who are Christ centered. They then refocused
all of their ministries to get people moving between the places on this spiritual continuum
(Hawkins and Parkinson 21-22). They also shifted the responsibility for spiritual growth
from the church staff to the individual:
In hindsight, that strategy�assuming most of the responsibility for
providing experiences that fostered the congregants' spiritual growth�set
unrealistic expectations for what a church could reasonably provide.
Taking too much responsibility for others' spiritual growth fostered an
unhealthy dependence of congregants on the church staff so one of the
first changes we made was to shift our "we know what is best for you"
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approach to a message Hlce this: "We are all on a spiritual journey, and
each of us must take responsibility for our own spiritual growth...'." We
shifted the primary responsibility back to the individual, where it
belonged. The role of leadership became that of coach, encourager, and
equipper. (270)
The first task of evangelism may be to reach nominal Chrisfians who acfively participate
in church.
Numerical growth. Martin discusses the 200 barrier. Many believe that effecfive
leaders can grow a congregation to two hundred in average worship attendance with
relative ease, but to grow larger than that number is extremely difficult. In order to break
through that barrier, two strategies are proposed. The first is for the pastor to change her
or his style of ministry from "Shepherd to Rancher" (Martin 25). The second is for the
church to change from relationships to programs. Large membership congregations have
extensive programs. In order for a small membership congregafion to grow, it needs to
institute one or more of these programs. Martin claims that the 200 barrier is a myth that
can become a self-fulfilling prophecy (25-26). For a medium-sized congregafion to grow,
it must move beyond the 200 barrier.
Even as a church grows, nothing substitutes for relafionships. Collin Hansen notes
the resurgence of the front porch in home design which suggests that some persons have
never found a substitute for developing relationships with their neighbors (34). He cites
US Census Bureau data, the mobility rate has declined steadily since they began tracking
such data in 1948. A record 21.2 percent of Americans moved between 1950 and 1951. In
2009, the rate was 12.5 percent (34-35). Enhanced relafionships are vital to a church
turnaround.
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While 20 percent of adults are between the ages of 18 and 34, only 16 percent of
one thousand congregations surveyed have a significant participation by young adults.
Three of the strongest correlating factors among congregations reaching young adults are
men, instability, and multiple full-time leaders. Young adults are almost twice as likely to
become a part of a congregation in which women make up one-quarter of the population
or less. Congregations with rapid growth or decline are two times more likely to have
high young adult involvement than congregations that are slowly changing.
Congregations with multiple full-time leaders are more than twice as likely to have young
adult participation as those with a lone pastor ("News Gleanings" 16). Even though many
congregations are not doing so, young adults are reachable.
Hamilton writes, "Assume for a moment I live in your neighborhood. Now tell me
why should I attend the church that you serve?" (27). Congregations and Christians must
sharpen their answer to this question as they reach persons outside their church.
Mission-oriented church. Mission-oriented churches intentionally reach beyond
their walls. A missional church is a congregation that looks outward and is able to
connect with persons who are not parts of any congregation. For a church to become
missional, it must make three shifts: from internal to external focus, from program to
people development, and from church-based to kingdom-based leadership (E. Law 1).
These shifts are basic to church revitalization.
Johann Baptist Metz, a political theologian, refers to dangerous memories that
challenge:
There are memories in which earlier experiences flare up and unleash new
dangerous insights for the present. For brief moments they illuminate,
harshly and piercingly, the problematic character of things we made our
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peace with a long time ago and the banality of what we take to be
"reahsm." (105)
The haunting memories of the "world-as-it-should-be" stand in contrast against the
painful "world-as-it-is." No matter how appalling their current state of affairs, most
persons have some memory of a time when their family had enough food, when their
schools educated their children, when their family was safe and secure, and when the
church was a vital part of their neighborhood (Spellers 42). This dangerous memory
illuminates the true nature of things with which one has yielded, and in that unmasked
reality, persons are able to admit that things are not as they should be or not as they could
be. Persons are then able to act together to heal the brokenness of their current situation.
Missional leaders and missional churches enable their communities to discover
"the gap between the world-as-it-is (our sinful world shot through with hints of God's
reign) and the world-as-it-should-be (the world to come, where God's reign is complete)"
(Spellers 42). These leaders mobilize repentance, transformation, and toward realignment
with the kingdom of God. Congregational transformation includes transformation of the
surrounding community.
The proclamation of the gospel occurs within the culture, but it must call the
culture to repentance. Missional leaders do not affirm the values of the culture and align
the church with those values. Missional leaders take the gospel of Jesus Christ, his life,
death, and resurrection, into the culture. That dangerous memory not only reminds the
culture that God's will has not been done but that the Holy Spirit is calling culture to a
new order. The church and culture must work together (Spellers 20). A congregation that
begins to reach out to the surrounding community will become a changed congregation.
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One study based in the United Kingdom correlated a lengthy period of malaise
and decline of the church in cultural influence, numerical strength, and mobilization of
members with a time when the evangelical wing of the church defined mission in terms
of evangelistic proclamation rather than a more holistic perspective. A recent emerging
movement in the British church lives into a broader mission in the world with both
community ministry and proclamafion evangelism. In this holistic mission movement,
local churches not only have lived into the will of God but also have improved church
health (Hance 5). Church health is a key marker of church revitalization.
Community ministries. The missionary question, "What is the good news for
this people group?" is the starting point for the missional church. The answer drives the
externally focused, missional church toward goal of getting the church into the
community. In sharp contrast is the attracfional church driven by the goal of getting the
community into the church (Swanson and Rusaw XII-XII). The externally focused life of
these churches is self-emptying by definition. The transformation of congregations occurs
when they give their lives away (Mundey 1 14). One of the definifions of church health is
an external focus.
Community is difficult to create, since many in America are rootless nomads
living out the curse of roofiessness from Genesis 4 and many stay indoors watching
television, surfing the Web, or playing video games. Churches need to create community
by bringing persons into relationship, helping them put down roots, and leading them to
love, transform, and reach their community (Hansen 34-36). Relationships are crucial to
church health.
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A church does not become missional by sending representatives into the larger
community. It becomes missional because the church synchronizes its heartbeat with the
heartbeat of a missionary God (Russell 69). God created the world and declared it is
good, and the biblical story is the movement of this God to restore persons toward their
original imago Dei and to restore the world toward its original goodness. Holistic mission
is therefore essential to who God is, and the church is one of the tools God uses for
mission. The church exists because a mission exists, not the other way around (70). For a
congregation to become missional church, it must make two shifts: One is to move the
congregation toward an ecclesiology focused around God's mission. The other is toward
a relational fellowship seeking to reach persons outside the fellowship and to transform
the surrounding community (Spellers 32). A mission outside the walls of the church is
basic to church health.
Jesus rarely asked persons if they agreed with his ideals. Instead, Jesus
commanded persons to enlist and head toward the front lines (Borden 1 1). An outward-
focused mission orientation is not optional for super churches. Basic Christianity seeks to
be faithful to the Great Commission.
A congregation's involvement in the community is difficult to quantify, not
because it does not exist but because it is hard to define. Various terms such as "civic
engagement, social capital, community, sense of community, community ministry, and
community involvement" (Whitney 28) speak about community involvement.
Congregational members affect their communities in many ways apart from the
organized ministries of the congregation.
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Two thousand years ago, Jesus challenged the established order of his era by
developing relationships with the poor, the outcast, the unclean, and the powerless. In
doing so, he made those on the fringe of society the center of his ministry. He charged his
followers with witness to the transformational mission of God locally (Jerusalem), to
nearby towns (Samaria), and to the entire world (Acts 1:8). The Christian mission spread,
powerful entities embrace it, and it became the most popular religion in Europe.
Somewhere along the way, the original connection with Jesus was lost. The interpreters
of the interpreters of the witnesses of the original message and vision of Jesus distorted it
even to the point of hatred and exclusion. A congregation must reconnect with Jesus to
confront the oppressive systems of today by developing relationships with those on the
fringe of society and making them the center of ministry (Whitney 28). For revitalization
to occur, churches must refocus on the unchanging mission of God to make a difference
in the lives and communities outside the church walls.
Congregations that attract and entertain even though they make reference to the
biblical stories, fail to offer the richness of the good news if they do not address the real
needs and the pain of the persons within their congregations and in the surrounding
communities. The collective and individual lives of congregants are far too valuable to
offer them a watered-down message (Kramp 2). Transformation is more than
entertainment.
Community connectedness increases church health, which also affects church
growth. Higher levels of community connection correlate with increased spiritual vitality,
increased volunteerism, increased church growth, and increased giving (Whitney 3).
Missional congregations are reaching a new generation of persons that have been lost to
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traditional congregations. They are developing creating ministries that are changing the
world. At the conclusion of his book, Hamilton expressed hope that his readers'
congregations might join their numbers (208). An outward focus is a primary marker of
church health.
The ministry Transform Jacksonville and Northeast Florida has as its goal not to
fight a culture war but to transform lives, transform communities, and connect leaders
following the pattern of Luke 10. Prayer walkers pray for God's blessing upon everyone
in every street, neighborhood, school, and workplace. Jesus' command to speak peace
means they offer each person a word of blessing. Eat what is set before you moves
persons to fellowship and listening. Heal the sick leads persons to pray for felt needs such
as physical needs, job issues, or marriage and family concerns. Sandra Blumanhourst
says, "The Kingdom of God has come near to you . . . [becomes] God loves you and
wants a close relationship with you." By adding value to persons outside their walls,
congregations add value to themselves.
Community involvement is not merely a strategy for growth. For the Christian,
the very essence of church is reaching out to the poor. One way Jesus announced his
mission follows:
The Spirit of the Lord is on me because he has anointed me to preach good
news to the poor. He has sent me to proclaim freedom for the prisoners
and recovery of sight for the blind, to release the oppressed, to proclaim
the year of the Lord's favor. (Luke 4:18-19)
Healthy churches follow Jesus; they follow him as he leads them to reach the least, the
last, and the lost.
Attitudes and ministries to and with the poor are major themes in Jesus' teaching
and ministry. Jesus recognized that the love of God and the love of money are mutually
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exclusive competing interests. A heart filled with the love of God will yield outward
actions of love, especially regarding possessions (Carpenter 122). A heart of compassion
toward the needy is a basic theme in the New Testament, and Christian compassion
demands that the truly poor must be given aid in their time of need. While the
government is the current frontline provider of aid to the needy in America (10), the
government cannot give a heart of compassion. The church can offer compassion, hope,
and dignity to the poor�indeed to all.
The dream of a community of radical hospitality lives into the very vision of God.
Archbishop Desmond Tutu captures this vision for church and society:
God calls on us to be his partners to work for a new kind of society where
people count: where people matter more than things, more than
possessions; where human life is not just respected but positively revered;
where people will be secure and not suffer from the fear of hunger, from
ignorance, from disease; where there will be more gentleness, more
caring, more sharing, more compassion, more laughter; where there is
peace and not war. (62)
Ultimately, community involvement is about love. Love is basic to faithful Christianity
and church revitalization.
Mission and health. Missional churches tend to be healthy churches. Churches
with a greater commitment to community ministry exhibit greater health in other areas
like supportive personal relationships, conflict resolution, healthy small groups, and
effective processes for making decisions (Hance 138). Church health comes before
church growth.
Good is the enemy of great. Many good companies, good organizations, and good
churches never become great because they are very satisfied with being good (Roxby 23).
Goodness can limit a church. Small churches thrive in personal ministry, in fellowship.
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and in worship that meets the needs of attendees, yet these strong points often keep small
church members contented with accomplishments in the past and settled for a relative
state of health. Church members settle for this level of complacent goodness instead of
becoming a great congregation by catching and living into the vision of Jesus for its
community (23). The movement from goodness to greatness is part of the journey to
church health.
Biggest, fastest growing, and most innovative might be the wrong measures for a
congregation as it lives into the vision of God. A missional congregation uses markers
such as "focus, purpose, scope, missions, partnering, evangelism, systems, creativity, and
outcomes" (Swanson and Rusaw 2-3). Healthy churches find appropriate measures.
W. David Phillips describes a doctoral class that Len Sweet in faithstorming
images that the church of the future can use to measure success. Rather than the
measurements used by many, the class proposed these:
1 . The number of cigarette butts in the church parking lot
2. The number of adoptions people in the church have made from local
foster care
3. The number of pictures on the church wall of unwed mothers holding
their newborn babies in their arms for the first time
4. The number of classes for special needs children and adults.
5. The number of former convicted felons serving in the church
6. The number of phone calls from community leaders asking the church's
advice
7. The number of meetings that take place somewhere besides the church
building
8. The number of organizations using the church building
9. The number of days the pastor doesn't spend time in the church office
but in the community
10. The number of emergency finance meetings that take place to reroute
money to community ministry
1 1. The amount of dollars saved by local schools because the church has
painted the walls
12. The number of people serving in the community during the church's
normal worship hours
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13. The number of non-religious-school professors worshiping with you
14. The number of people wearing good, free clothes that used to belong
to members of the church
15. The number of times the church band has played family-friendly music
in the local coffee shop
16. The number of people who have gotten better because of the free
health clinic you operate
17. The number of people in new jobs thanks to the free job training center
you opened
18. The number ofmicro-loans given by members in your church
19. The number of churches your church planted in a 10-mile radius of
your own church.
Each congregation will have different measurements as it becomes a missional church
living into God's vision for the congregation and community, but it must be discerning in
creating measurements. The congregation will not change until the scorecard changes
(Swanson and Rusaw 212). Healthy congregations find ways to measure their health.
Case Study Method
Case study is a research method that uses extensive collection of data to explore a
bounded system in an in-depth manner. A bounded system is one that the researcher has
separated out. A bounded system is isolated for research by physical boundaries or
boundaries of time and place (Creswell 465). Three criteria generally call for the use of a
case study method: The researcher is investigating why or how questions; the investigator
has little control over events; and a real-life contemporary phenomenon is the focus of the
study (Yin 2). Doctor ofMinistry students may use case study method to allow project
participants to access the experiences of others (Sensing 140). Case studies yield
important data collection for research.
Multiple-Case Designs
A collective case study uses multiple cases and then describes and compares them
in order to provide insight into an issue (Creswell 465). The findings in a mulfiple case
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study are likely to be more robust than in a single-case study. Whether individual case
studies are a predesigned part of the same study or individual case studies authored by
different persons in independent research, cross-case syntheses can be performed (Yin
164). Multiple case studies enrich and enhance the data collection and, by implication,
the findings.
Critical Steps
Robert K. Yin describes six steps in case study method: Planning, design,
preparation, collecting data, analyzing data, reporting. Case study method is one of
several methods used in social science research. It is advantageous if the following three
conditions exist: (I) The type of quesfion researched is a how or why question; (2) the
researcher has little control over actual behavioral events; and, (3) contemporary rather
than historical phenomena are the focus of the study (Sensing 142). The case study
method is valuable for explaining presumed causal links in real-life interventions that are
far too complex for the experimental or survey methods (140). Exploration of complex
contemporary contexts may call for the case study method.
Planning. In case studies, many more variables of interest will exist than data
points. To respond to the myriad variables, an essential tactic is the collection of evidence
from multiple sources; the triangulation of data is part of the methodology (Yin 2). While
the case study method investigates many questions traditionally investigated by field or
laboratory experiments, the cases study method cannot and does not require control and
manipulation of variables (Sensing 142). Case study research seeks to observe the
context.
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Design. The design of the research is the rationale that links the initial questions
of the study to the data collected to the conclusions drawn. Every research project has a
research design, and explicitly articulating theory about what the project studies helps to
make the case study design operational (Yin 26). Design quality is crucial in four areas:
construct validity, internal validity, external validity, and reliability.
Construct validity identifies operational measures matching the concepts. Using
multiples sources of evidence and establishing a chain of evidence ensures construct
validity. In the composition phase, key informants must review the draft of the report
(Yin 46-47).
Internal validity seeks to establish a causal relationship in which certain
conditions lead to other conditions. During the data analysis phase, pattern matching,
explanation building, addressing rival explanations, and using logic models ensure
internal validity (Yin 47-48). If the study measures what it is supposed to measure, if the
conclusions are reasonable, if another researcher facing the same data would reach a
consistent conclusion, if the researcher creates rich, thick descriptions of the study, then
credibility is built (Sensing 219). These are concerns of internal validity in research
design. Internal validity builds credibility.
External validity addresses the problem of whether the findings of the study are
generalizable beyond the immediate study. In multiple-case studies, the use of replication
logic in the design phase builds external validity into the project. The investigator uses
analytical generalization in order to investigate whether a study can set for a broader
theory (Yin 48, 57).
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Reliability demonstrates that the procedures of the project, such as data collection,
are repeatable, with the same results. The use of case study protocol and the development
of a case study database during the data collection phase are crucial to reliability.
Minimizing errors and biases in a study is the goal of reliability. The designer must make
as many steps as operational as possible and conduct research as if someone were looking
over her or his shoulder to deal with the reliability issue (Yin 48-49).
Preparation. Preparation for a case study begins with the prior skills of the
researcher and includes training and for the specific case study. Developing protocol,
screening cases to be included, and conducting a pilot case study are parts of the
preparation phase (Yin 70). Investigators need to be comfortable in addressing procedural
uncertainties, which occur while the study investigation occurs. The ability to ask good
questions, to listen, to be flexible and adaptable, to know how to avoid bias, and to have a
firm grasp of the issues studied are also essential characteristics for case study
researchers. The protocol for the case study must be developed and refined especially
when a multiple-case design is used (Yin 70).
The design must develop procedures to protect human subjects. These procedures
include procuring informed consent from participants, protecting them from harm, not
using deception, and ensuring confidentiality and privacy (Yin 78). Institutional approval
and oversight mitigate this issue.
Data collection. Six sources are useful for collection of case study evidence:
documents, archival records, interviews, direct observation, participant-observation, and
physical artifacts. The collection of data about actual human behavior and events is a
major objective of this phase. The researcher must master different data collection
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procedures for different sources of data. Three principles in data collection receive
attention: the use ofmultiple sources of evidence converging on the same findings, the
formal assembly of evidence into a case study database, and a chain of evidence that
explicitly links the questions asked, the data collected, and the conclusions drawn (Yin
102-03).
The convergence of multiple sources of evidence is triangulation�a term derived
from navigation and surveying in which a person can fix her or his location by knowing
two other landmarks (Sensing 72). Three angles of vision establish trustworthiness in
qualitative research (76). In choosing sources, one source especially suited to the
exploration of structural aspects of the problem and at least one source that captures the
essential elements of its meaning to those involved must be included (220).
Data analysis. The examination, categorization, tabulation, testing, and
recombination of the evidence, in order to draw empirically based conclusions, are the
work of data analysis. Techniques for case study analysis have not been well defined, but
every case analysis should define priorities for what to analyze and why (Yin 132). The
reliance on theoretical propositions, the development of case descriptions, the use of both
qualitative and quantitative data, and the examination of rival explanations are four
strategies for data analysis. Methodologies for data analysis include pattern matching,
explanation building, time-series analysis, logic models, and cross-case synthesis. Pattern
matching compares an empirically based pattern with a predicted one. Coinciding
patterns strengthen the internal validity of a case study (143).
Explanation building in reality is a special type of pattern matching. The
stipulation of a presumed set of causal links explains how or why a phenomenon
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happened. Causal links may be complex and difficult to measure precisely therefore
explanation building often takes a narrative form (Yin 147).
Time-series analysis is a technique that comes from experiments and quasi-
experiments. If the researcher can establish an intricate, precise time-series pattern, he or
she can lay a firm foundation for case study conclusions (Yin 150). The logic model
states a complex chain of occurrences or events over an extended period. Repeated cause-
effect-cause-effect patterns, in which a dependent variable at a prior stage becomes the
independent variable for the next stage, make up the logical chain (155). Cross-case
synthesis first examines each case as a separate study and then probes whether different
cases share similarity and thus become instances of a larger general case (164).
Sensing gives the following sequence for case analysis: Read the case through
several times and then analyze it by listing and detailing characters, developing a
chronology of events, identifying basic issues, actions, values and attitudes, listing all the
positions a reasonable person might take, creating an organizational chart, listing decision
makers and chief players (Sensing 147).
Analysis will offer an answer to these five questions: What (act), when or where
(scene), who (agent), how (agency), and why (purpose; Sensing 147). A persistent
challenge throughout the process is to produce high-quality analyses (Yin 132).
Attending to all the evidence collected will exhaustively cover key research questions and
show that the researcher used as much of the evidence as was available. The researcher
also addresses, if possible, all major rival interpretations. Avoiding detours to lesser
issues, the analysis should address the most important aspects of the case. The
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researcher's own prior, expert knowledge enhances the quality of the study (168). The
work of analysis is to draw quality, empirically based conclusions.
Reporting case studies. To report a case study is to bring its findings and results
to closure. Steps in the composition of the case study include identifying the audience for
the report, developing the compositional structure of the report, and having others review
the drafts (Yin 176). Literary theory is helpful in case writing perhaps using a narrafive
sequence dating to Aristotle: conflict, complication, climax, and resolution (Sensing 150).
The case study report also presents a choice regarding the disclosure or anonymity of
case identities. A final plea is to worry about producing high quality and not just run-of-
the-mill case studies.
In the busyness of the pastorate, evaluation rarely gets attention, but evaluation is
a key component in the project thesis. As the pastor/student slows down, and attends to
the evaluafion side of the equafion, a pattern of behavior and a way of thinking will be set
in motion that will help the graduate in years to come (Sensing 78). The case study
method is a skill for a pastor to add to her or his toolbox.
Research Design
The literature suggests that key factors in church turnaround are transformational
pastoral leadership, willing laity, and a strategic plan. Synergy must exist between the
pastor and the laity, and church health comes before church growth. The research design
will seek to learn if the churches in the study confirm the literature.
The study used cross-case synthesis of a qualitative design with case studies of
five medium-sized churches in the West Ohio Conference. Worship attendance reported
in the conference journal identified the church included. In 2004, these churches were
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declining in worship attendance, but by 2013, these churches had begun to experience
growth. Pastor interviews and lay focus groups took place in the church on the same day.
The pastor selected three to five key leaders for the focus group, and the pastor not
present for that meeting. The duration of the interviews and the focus groups was
approximately one hour. A researcher-designed protocol guided the interviews and focus
groups (see Appendix A). The data collected focused mainly on factors that contributed
to decline and growth during the ten-year period of the attendance studies. Also
investigated were congregational history, long-term trends, and community
demographics. While not necessarily conducted on the same day for each church, all
occurred in a one-month period.
Summary
Transformational pastors have varying personalities and styles, and many
qualities, but the five consistently recurring themes are spirituality, call, the
empowerment of the congregation, vision, and grit and determination. Spirituality means
they are mindful of their gracious relationship with God through Jesus Christ, and they
know the Holy Spirit gifts and empowers them. They have a deep spirituality and
consistently enhance that relationship through spiritual disciplines. These pastors are
confident of the call to pastoral ministry in general, and they also have a specialized call
to turnaround ministry. The empowerment of the congregation comes as these pastors
coach and train laity in vision, evangelism, and turnaround, and they empower and
release them to vital ministry. They continually focus the congregation toward a vision�
a preferred future as a healthy, vital, growing congregation. These pastors exhibit grit and
determination as they lead the difficult, exciting, stressful, fulfilling, long-term work of
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church turnaround and they continually press through adversity and victories toward
congregational vitality.
Turnaround congregations exist in all sizes and settings, but spirituality, willing
servants, harmony, outward focus, and visionary are the top five commonalities that
occur in the literature. Turnaround congregations focus on spirituality and continually
engage in prayer, discipleship, and spiritual disciplines. Rather than a consumer mentality
focused on me and us, these congregations nurture willing servants who focus on what
they can do to disciple, evangelize, and serve others. Harmony and unity heal and replace
dissension and division. Turnaround congregations are outward focused on their mission
to evangelize those outside the congregation and to bring transformation to their
surrounding communities. Rather than being stuck in nostalgia and tradition, turnaround
congregations are visionary and lean forward into a preferred future.
Synergy among the pastor, the congregation, and the Holy Spirit is necessary. A
transformational pastor cannot lead a congregation in turnaround, unless the congregation
willingly participates. Turnaround also requires a spiritual component as it is a movement
of God.
Rather than reliance on a charismatic leader, a medium-sized congregation needs
a plan to turn around. Many plans offer a way toward turnaround, and pastors and
congregations must work together to discern a plan they can support passionately and
persistently. While church turnaround is difficult work, and it requires extraordinary
perseverance and persistence, turnaround is possible. Table 2. 1 presents highlights from
the literature review:
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Table 2.1. Highlights from the Literature Review
Characteristics
of Effective Pastors
Spirituahty
Call
Integrity
Humility
Empowerment
of the congregation
Passion
People skills
Role models
and mentors
Grit and
determination
Healthy family life
Entrepreneurial
or apostolic
Vision
Tenure
Characteristics
of Healthy
Congregations
Plan Church Health Church Growth Church in Mission
Spirituahty
Willing servants, not
consumers
Lay leaders who lead and
serve together
Harmony
Outreach to people
outside their fellowship
Open to learning
and change
Outward focused
Persons of all ages
Rele\ant
Buildings are tools to
accomplish mission
Vision
Sunday morning
Hope
Direct hit
Natural church
development
Root cause
analysis
Healthy church
initiative
Evangelism of those
who do not know good
news
Evangelism of nominal
church members
Numerical growth
Community ministries
Learning
and growing
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CHAPTER 3
METHODOLOGY
Problem and Purpose
Despite a rich heritage of effective ministries, many congregations are declining.
Simultaneously, other congregations once declining are experiencing turnarounds and are
now growing. This project seeks to discover what turnaround churches are doing in hopes
these learnings might be applicable to declining churches so they might begin to turn
around. The purpose of this study was to evaluate common patterns in five medium-sized
United Methodist churches in the West Ohio Conference that had been declining but have
had an increase in attendance in the past ten years with data collected over a one-month
period.
Research Questions and/or Hypotheses
In order to evaluate the common patterns of turnaround across the churches that
had been declining but have had an increase in attendance in the past ten years, the
research investigated the following questions.
Research Question #1
What are the common patterns of turnaround across the churches?
This question sought to gain information regarding what turnaround churches did
and are doing in hopes the learnings might be transferable to other churches. A
researcher-designed instrument guided the pastor interviews and focus groups of lay
leaders. All the data gathered from this instrument addressed this question.
Research Question #2
What other factors have contributed to the turnaround of the congregations?
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This question studied what turnaround churches have done and are doing in
expectation that themes might be applicable to declining congregation. Pastor interviews
and lay focus groups followed a researcher-designed instrument. All the data collected
from this instrument applied to this question.
Population and Participants
Selection of congregations from the West Ohio Conference of the United
Methodist Church came through average attendance data was used for a ten-year period
from 2004-2013. Medium-sized congregations had an average attendance between 150
and 300 in 2004�the beginning of the period. At the beginning of the ten-year period,
churches were in decline by at least 5 percent. By the end of the ten-year period, the
churches not only had regained what was lost but had also grown with a net gain of 5
percent. Data from conference journals identified churches matching these criteria, and
from this pool, five selected churches participated in the study.
Design of the Study
The project sought to determine patterns in medium-size churches in the West
Ohio Conference of the United Methodist Church that were experiencing attendance
decline but had turned around and were now reporting increases in attendance. Using
information published in the conference journal, the selection of five churches matching
the criteria took place.
I contacted the pastors, explained the study to them, asked them to participate in
this study, and then asked each to sign a church permission form (see Appendix B). The
pastor selected three to five key lay leaders from his or her congregation. The pastors
received the researcher-designed protocol which they forwarded to the lay participants
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(see Appendix A). I conducted pastor interviews and lay focus groups. Both interviews
and the focus groups took place in the particular church on the same day and each lasted
approximately one hour, and pastors were not present for the focus groups. The
researcher-designed protocol guided the interviews and focus groups (see Appendix A).
Before the interviews and focus groups began, each participant signed an informed
consent (see Appendix C). All of the sessions occurred during a thirty-day period.
Both the interview and the focus group were video recorded by a silent observer
who recorded the sessions for all five churches. The videographer signed a statement of
confidentiality (see Appendix D). Having accompanied me, on the trip home, the
videographer and I shared observations.
A transcriptionist, who signed a confidentiality statement, transcribed the video
recordings (see Appendix D). I analyzed the transcripts from each church by the use of
pattern matching, explanation building, and logic model, and addressed rival explanations
to build a case study for that church. Member checking was done as the pastor read the
case study, offered corrections, and attested that the case study accurately reflected the
turnaround in their church.
I compared the case studies and noted common factors among the five
congregations in the turnarounds and other factors. The multiple-case study was then peer
reviewed by an experienced pastor with a doctor ofministry degree for external validity.
I then presented the enhanced multiple-case study for final review.
Instrumentation
The study used one researcher-designed instrument, which guided the discussion
in the PSI and LFG. The instrument had five foci with prompts for more information. It
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sought the causes of decline and turnaround, the methodology or plan used, and the
contrasts in the church, the congregational leadership, and the outside culture between ten
years ago and today (see Appendix A).
Pilot Test
I selected a sixth church from the pool of churches meeting the criteria for the
project for a pilot test. I interviewed those participants using the protocol (see Appendix
A). The pastor selected a focus group of three to five key lay leaders for a focus group
that also followed the protocol. The pastor was not present at the focus group. The
videographer recorded the sessions. Following the focus group, I asked the participants to
give feedback regarding the process.
Variables
The criterion variable was the ten-year worship attendance pattern beginning in
2004 as reported by statistical data available through the conference statistician {Official
Journal 2005-14.) All churches studied began the decade with declining worship
attendance but turned around that trend and saw increased attendance. Variables might
include the tenure of the lead pastor, surrounding demographics, a recent crisis within the
congregation or in the larger community, the age of the lead pastor, and the length of the
decline. The predictor variables are the factors, revealed from the PSI and LFG, that
caused the turnaround. Variables might include the age and tenure of the lead pastor, the
length of the decline, a recent crisis, and the surrounding demographics. I predicted three
intervening variables. Pastors could dominate the conversation in a focus group or their
presence could impede candor of lay leaders; therefore, the pastor was not present to
mitigate possible dominance. The LFG might not be representative of the church since
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they were pastor chosen, so the researcher-designed instrument sought consensus of the
congregation along with the personal views of the LFG participants. The season of the
year might make a difference in the data collected from each church, so the experiences
occurred within a one-month period.
Reliability and Validity
Three issues in project design addressed construct validity. Data collection came
from multiple sources including statistical data from the West Ohio Conference {Official
Journal 2005-14), pastor interviews and leader focus groups in five churches, and expert
peer review from the researcher's field advisor who is a retired, experienced
pastor/district superintendent and with a Doctor ofMinistry degree. Video recordings and
transcripts of those tapes preserved the chain of evidence. The pastors reviewed the case
study drafts from their particular churches.
The protocol's data gathering design ensured internal validity since the instrument
investigated the church decline and subsequent turnaround through questions about
congregational and pastoral history, precipitating events, strengths, church health, and
programs used. Proper data analysis created thick descriptions with reasonable
conclusions. Another researcher could reach a consistent conclusion. The use ofmultiple
cases built external validity, and expert peer review enhanced this validity. The interview
and focus group protocol, which was designed for replication in each of the five
churches, ensured reliability.
Data Collection
The pastor selected three to five key lay leaders from their congregations. He or
she received the protocol by e-mail for pastor interviews and focus groups, and they
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forwarded the protocols to the lay leaders (see Appendix A). After the interviews and
focus groups were scheduled, I met with each for approximately and hour and the
conversations were guided by the protocol. The pastors were not present in the LFG.
Before the interviews and focus groups began, each participant signed written, informed
consents (see Appendix C). A videographer signed a statement of confidentiality,
recorded the sessions, and served as a silent observer. The same videographer recorded
all five churches during a thirty-day period, and on the trip home, the videographer and I
shared observations. A transcriber, who also signed a statement of confidentiality,
produced a written record of the videotapes (see Appendix D).
Data Analysis
The convergence of multiple sources of evidence is triangulation with three
angles of vision considered as the saturation point to establish trustworthiness in
qualitative research. Data collection came from multiple sources�specifically statistical
data from the West Ohio Conference {Official Journal 2005-14), pastor interviews, and
leader focus groups in five churches. Transcript analysis from each church used pattern
matching, explanation building, and logic model and addressed rival explanafions to
build a case study for that church. The pastors reviewed the drafts of case studies for their
particular congregations to help fine-tune them. A retired, experienced pastor/district
superintendent and who holds a Doctor ofMinistry degree provided expert peer review of
the draft of the multiple case study.
Ethical Procedures
The academic institution through the proposal approval process approved the
project before data collection began. Each participant received an explanation of the
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intent of the project, and then each gave informed, written consent (see Appendix C). The
following procedures assured the privacy and confidentiality of the participants. The
participants remained anonymous. In the drafts and in the final report, letters A, B, C, D,
E identified the congregations, and a system of numbers and letters (e.g., A-1, A-2, A-3)
identified the participants. A record indicating the names of churches and participants as
they correlated with the letters and numbers was keep for my use only, and following the
study, I destroyed that record. The videographer and the transcriptionist signed
statements of confidentially and agreed not reveal names of churches or the individual
participants in the study (see Appendix D).
I will keep the transcripts with the redaction of place names and individual names.
As part of the data analysis, participants were able to view the case study drafts from
their particular church. Following the completion of the project, the participants were
able to view the final report.
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CHAPTER 4
FINDINGS
Problem and Purpose
Unable to retain younger generation or attract persons in their communities, many
congregations have been declining. At the same time, other formerly declining
congregations have begun to grow. This project seeks to discover what these turnaround
churches are doing with the hope that the findings may be applicable to other
congregations and help them to begin to turn around. The purpose of this study was to
evaluate common patterns in five medium-sized United Methodist churches in the West
Ohio Conference that had been declining but have had an increase in attendance in the
past ten years with data collected over a one-month period.
Participants
The consultation of conference journals (Official Journal 2005-14) identified
churches matching these criteria; only twelve did. A matrix ranked the twelve churches in
four categories: Largest decrease, largest increase, closest in size to my congregation, and
closest in distance my congregation. The five highest ranked congregations on that matrix
all agreed to participate. 1 contacted the pastors, explained the study to them, and asked
them to participate in this study, beginning with a personal interview. I asked the pastor
to select three to five key lay leaders from his or her congregation to join in focus group
discussion. A list of participants from each congregation follows:
� Church A: PSI�lead pastor; LFG�seven participants, two of whom were lay
volunteers, four of whom were paid lay staff, one of whom was ordained staff
� Church B: PSI�lead pastor; LFG�three participants, all paid lay staff.
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� Church C: PSI�lead pastor; LFG�five participants, all lay volunteers
� Church D: PSI�lead pastor; LFG�five participants, four of whom were lay
volunteers, one of whom was paid lay staff.
� Church E: LFG�three participants, one lay volunteer, one former pastor, one
current pastor. The pastor was brand new, so focus group discussion that included the
former pastor was the preferred data gathering approach.
West Ohio Conference Congregations
In 2004, the West Ohio consisted of 1,031 churches. Eight hundred eighteen were
small-sized congregations (average worship attendance less than 150) or 79.3 percent of
conference churches. Medium-sized congregations numbered 138 (average worship
attendance of 150-300) or 13.4 percent. Seventy-five large-sized congregations (average
attendance greater than three hundred) composed 7.3 percent of the conference.
Of the 138 medium-sized churches, twenty-nine churches (21.0 percent) reported
net growth, two reported no change (1.5 percent), and 107 declined (77.5 percent)
Appendix E provides the yearly average attendance for each of these churches for 2004-
2013. The percentage marked Low is the lowest annual attendance compared to 2004.
The overall percentage is 2004 compared to 2013. One church noted with an asterisk (*)
appeared to fit these criteria, but when the pastor was contacted, he said that their church
had changed counting methods and, in reality, continued to decline.
The parameters defining turnaround for this project are a decrease of at least
percent coupled with an overall net gain of at least 5 percent. Twelve churches met these
criteria, which is 8.7 percent of the total medium-sized churches in the conference. Table
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4. 1 reports the attendance patterns for the twelve turnaround congregations. The five
churches chosen for the project received designations Church A through Church E.
Table 4.1. Attendance Patterns for Turnaround Congregations
2004 2005 2006 2007 2008 2009 2010 2011 2012 2013
Low
%
Overall
%
158 135 363 437 481 553 479 511 486 463 -14.6 34.1
170 180 164 158 178 167 170 163 213 207 -7.5 21.8
Church D 190 160 172 192 193 202 212 213 218 205 -15.8 7.9
195 186 185 188 200 201 205 208 208 219 -5.1 12.. 3
Church C 201 171 17 158 164 162 162 194 211 218 -21.4 8,5
232 230 220 252 309 300 292 291 289 2X7 -5.2 23.7
Church E 239 243 245 235 228 170 22 273 275 286 -28.9 19.7
Church B 246 510 228 209 221 222 257 305 277 319 -15.0 29.7
247 224 227 219 215 204 209 215 242 266 -17.4 7.7
250 250 200 330 375 385 388 391 397 396 -20.0 58.4
Church A 276 259 242 229 223 183 235 298 340 370 -33.7 34.1
300 300 300 300 300 275 275 275 361 378 -8.3 26.0
Source: Official Journal 2005-14.
Case Study�Church A
Church A is in a growing suburb. While their reported average attendance
declined an amazing 33.7 percent over five years, their turnaround was an impressive
102.2 percent for an overall net gain of 34. 1 percent over the ten-year period. They lost
93 persons, but after their nadir, they were fortunate to gain 187 persons (see Table 4.2).
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Table 4.2. Church A Attendance Pattern
2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low Overall
276 259 242 229 223 183 235 2yX 340 370 -33.7% 34.1%
Source: Official Journal 2005-14.
The explanation for the decline came reluctantly and with great assurance of
anonymity. The pastor said, "There had been a pastor here which wasn't a good match.. . .
Everybody said [the pastor] was a good preacher, just the dynamic didn't work." The
LFG, which was composed of two lay leaders and five staff members, answered, "One
factor is the type of leadership. We are now under an empowering leadership." They
clarified leadership to mean senior pastor. The former senior pastor's "leadership style
was very much controlled at the top," which stifled growth.
The lead pastor described the increase, saying, "When I got here there was a
readiness factor." Several times during the interview, he expressed the metaphor, "There
were holes in the boat, and we were taking on water." The staff enthusiastically said the
new lead pastor was instrumental to the turnaround. They likened the congregation, the
lay leadership, and the staff to family dynamics. The interviewer summarized, "I hear that
you had a new parent for the dysfunctional family that moved you to better
functionality." They enthusiastically together responded affirmatively. Then immediately
they collaborated with humor, "But don't tell him that.... We're not going to call him
Father [Name]." Lead pastoral leadership is the first theme highlighted. While this theme
received direction mention fifteen times�less than the other four highlighted themes, the
pastor was clearly responsible for leading toward the other dominant themes of church
health, hospitality, synergy, and vision.
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A lay leader said, "I also think a change in leadership was important.. . . The
congregation and everyone else in the church can also speak to a dynamic change, that's
a tribute to [lead pastor] and his energy, and his, I think, administrative abilities have
been really important for us." The pastor led the church turnaround.
The pastor described the movement of the church toward health:
The experience here has been like the sunlight coming through the clouds
and so we've just been riding that wave. I mean not in all respects
avoiding all conflict, but because there had been a difficult stretch, we
could say church doesn't have to be like this. Without waving a big flag
and saying there's a new way,... there have been some specific changes
that have become kind of metaphorical for the church, like changing the
lobby and the coffee shop.... It's kind of been incremental change but
fairly rapid incremental change, so we haven't said,... what I'm trying to
avoid saying is to people, "You're doing this wrong...." I could say,
"There are holes in the bottom of the boat." People understand that
because they've been bailing. You know, these faithful people have been
bailing.
The lead pastor was able to tell the leaders of the church what they already knew in a way
they could hear it.
During the visit to the church, I the lead pastor personified hospitality. He greeted
and welcomed my videographer and me and generously granted access to the staff
meeting. Certainly, everyone who came to this church received the same generous
hospitality modeled by the lead pastor. During staff meeting, the lead pastor was clearly
in charge as everyone answered to him and reported to him. He did not demand authority,
he was their leader and they gladly followed. He was not experienced as arrogant; but
instead, he exhibited humility and quiet confidence. Behaviors of the pastor included
hospitality, humility, rapid small changes, and confidence.
Church health received direct notation fifty-two times, the leading topic of
conversation. The symptoms of health and ill health included declining in a growing
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community, being out of sync with community culture, living in fear, having no
collaboration, backbiting, gossiping, having too much drama, experiencing repression,
and feeling helpless. While the community around them was growing, they were
declining in attendance, losing ninety-three persons from their worshiping congregation
over five years�a 33.7 percent decline.
Another symptom of ill health is being reflecting the greater culture around the
church. Although the growing suburb in which the church is located changed from a
small farm town to a major suburban city twenty-five years ago, the church had been a
bastion against the change. Part of the movement to health has been the movement of the
church from a collection of citizens of the old small town to a reflecfion of the suburb in
which they are located.
Another symptom was fear:
We started with the economy dropping, or the amount of money coming in
dropping. We were living out of fear. Fear of not having enough. [The
lead pastor] came, and we were starting to live, he kind of swung us into
living out of the abundance that we do have. So it was a total different
view on the economics. And so when you're not living in fear, you feel
hopeful. So then, which I think, just kind of hke spiraled up; everybody
was more encouraging, more hospitable.
The pastor noted that in the midst of the turnaround, conflict lessened through
"affirmation of heritage and casting a vision.. . . How can we be productive as a
congregation?" He helped them with "finding what they're good at and helping them do
it." The movement from scarcity to abundance was a step on the turnaround journey.
Under the previous regime, the staff reported that they could not collaborate but
instead compartmentalized:
Having been on staff all those times, [the former senior pastor's]
leadership style was very much controlled at the top. And it wasn't
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necessarily a team approach. [The pastor] made the decisions down to
what color foil went on the flowers at Easter time. So from that down we
weren't a part of making decisions outside of our area. It was, "This is
your area. This is the only thing that you need to know about."
The children's pastor reported that at that time she was not allowed to collaborate with
the youth pastor. Now one said, "Everybody is concerned about everybody else. So the
goal is one to have a healthy church." The new lead pastor has encouraged a team
approach.
Another symptom of ill health was secrecy. One said, "This church also went
through a time where there was a relationship between the pastor and the choir director,
and there was a lot of secrecy around that. Not ten years ago. It was further back than
that. However, that leaves a legacy, and so this church has always been leery of any kind
of secrecy, or non-transparency." Constant backbiting, gossip, and drama are other
unhealthy symptoms. Arriving after the turnaround, one mentioned that she came from a
church like that to a church that is so peaceful, hopeful, and calm.
One person said that she tends to come at things from a counseling background:
I was struck by some of the words. [One person] used the word repression,
and then fear and hopelessness, and [another] talked about silence and not
being allowed to talk to each other, and what you're talking about are the
signs of a dysfunctional family. I mean the hallmarks of a dysfunctional
family. And if the church is a family those are still signs of a very
unhealthy organism. And so I think that could be a picture of the unhealth,
and a picture of the health I heard: we talk, we have a common goal, we
surround one another, we're a team, we encourage, we're set free.
Unhealthy to healthy family dynamics is another metaphor for the turnaround process.
One person described the church's attitude:
A lot of it is attitude and attitude is infectious. We have a great staff,
probably the best staff that I can remember since I've been in the church,
almost 20 years, and there aren't any weak links. Everybody is excited. So
it's a healthy environment.
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Positive energy radiates from the staff through the congregation and into the community.
Another sign of health is a good age spread, and one highlighted that, "The
membership is not top heavy with seniors like me either. There's a good balance." During
their meeting, the staff described past and upcoming events for a variety of age groups.
Flagged twenty-three times, the number two topic of conversation was hospitality.
The pastor cast a vision of "Come, Grow, Go":
"Come." It's simply a strategy for ministry. Methodists don't have a big
"Come" strategy. We have been very passive in our approach to
outreach.. . . "Come" is the first among equals.. . . If we're going to be
outreach oriented we have to shift the thinking.... Teach them how to
invite people, expect to grow, develop ministries.... All of our ministries
are expected to have a "Come" aspect�hospitality. We have a nice coffee
shop. This, when I got here, I don't know what the focus group will say,
but the lobby, this lobby, was a wreck. It looked like every place that
people stashed something they wanted to get out of their house. There was
an old dusty library out there with a lot of books that were discards. There
was a TV. not a flat screen TV, a vertical kind of entertainment unit that
somebody didn't want in their home anymore. They had mismatched
furniture, and so forth. So, one of the focus group was head of trustees at
the time, and she caught the vision when I said we've got to clean this up.
One of the focus group participants described her work in the transformation of the
attractive lobby.
Another person spoke of a culture of invitation:
People now are inviting people here who through their long history in
church weren't. People in the grocery store come back and say, I took my
bulletin with me after I left church and the cashier asked me, "What is
that?" And I said, "Well, I just went to church. Why don't you come next
week?" And then that person says, "I can't, I work on Sunday mornings."
"Well, you can listen to our sermon on podcast."
Another person discussed the value of the first impression:
A guy we talked to the other day who is working with us on our building
campaign said that people make their impression the first three minutes
that they're in a building. They choose the church in that first three
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minutes. In that first three minutes that person coming in our church has
met about five people, by name.
This congregation worked to make that first impression positive.
Synergy was flagged twenty-one times�three in the PSI and eighteen in the LFG.
For the lead pastor, this synergy was a given; it was all he had experienced at the church.
That was not true for the staff which had been through a rough patch of
micromanagement and compartmentalization. One described the changes in the new era:
"With [the lead pastor], we see it in ... empowering leadership, and he's a master at his
choices of staff He knows just the type of person we need to get the growth." For them,
the synergy was life giving, and they would not take it for granted.
Staff members are encouraged to try new things:
We have a lot of ideas, and there are some ideas that at the table
automatically get scrapped. But then there are some ideas that we actually
produce and do. And some of them turn out great. And we say, "Yeah!
Let's do that again." And then some of them not so well. But then those
that don't turn out well we don't say, "Shame on you...." I've never felt
that. And there's quite a bit that I've done that,. . . but they always say,
"Let's get together and talk about what did go well and let's see what we
can do to improve upon it next time." So there's not that element of shame
or failure even. There's like, well what went well and what can we do
differently next time.
Freedom to try new things stoked the staff s creativity.
A culture of encouragement was highlighted:
[The lead pastor] celebrates us every opportunity that he seems to get.. . .
Embarrassingly so, but he celebrates what happens here and teaches us to
celebrate what happens in our ministry.. . . We can choose to tell it in a not
so complimentary way or we can choose to celebrate the wins.
Celebration of successes built positive momentum.
The lead pastor cast vision in easily understood terms:
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Come, Grow, Go. Everybody can understand that. Come is the first among
equals [and] all of our ministries understand that. But Grow is the learning
aspect. We're expecting every ministry to have a Grow aspect to it. So we
have a property group that wants to have devotions before they go out and
do their project. That's pretty good. And Go is when we invest ourselves
in ministry. You know, I mean, it's very simple, but it's so simple that it
applies well across the ministries. It's just understandable.
The focus group echoed the "come, grow, go" vision.
The pastor cast a vision for excellence:
One of the things that we talked about is the concept has been pretty
important for us. We can't be below community standard. What do people
in this community expect from places they go? Now we aren't trying to be
fancy-schmancy but we're either trying to be at community standard or
above.
"Community standard" was used eight times in the conversation and described the vision
for new worship space, printed materials, music "that will knock your socks off," the
gathering area, hospitality, and first impressions.
Developing a local brand was part of the vision. The lead pastor said, "You have
to have an identity in ministry.... We just want to be authentic in ministry and be known
for something, be known for some great things in the community.... We have a different
logo." Their branding included reducing the length of church's commonly referenced
name by four syllables to make it more user friendly.
The five dominant themes were church health, hospitality, synergy, vision, and
lead pastoral leadership. While no book or program for church revitalization was used,
the pastor developed a vision of "Come, Grow, Go," which facilitated the turnaround.
Case Study�Church B
Church B is in a church in an area that is rapidly morphing from a small farming
community to a large growing suburb. Their reported average attendance declined thirty-
Martin 123
seven persons in three years for a fifteen percent decrease. A period of growth followed
with 1 10 persons over six years with a 52.6 percent increase. The net ten-year gain was
seventy-three persons or 29.7 percent. The pastor believed that the figure for 2005 is
incorrect and was probably 210 (see Table 4.3).
Table 4.3. Church B Attendance Pattern
2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low Overall
246 510 228 209 221 222 257 305 277 319 -15.0% 29.7%
Source: Official Journal 2005-14.
Two very different themes dominate the congregation's story: conflict and
evangelism. The conflict is born out of a power struggle over who is going to set the
agenda for the congregation as it moves from a lay-led church to a staff-led church and as
the structure moves from a traditional United Methodist style large administrative
counsel with "umpteen" committees to a much smaller board of servant leaders. Across
the decade, the church mind-set has changed from consumers to willing servants who
offer hospitality and who tell the story of Jesus. The congregation's setting is a changing
environment as the community around it is morphing from small farm town to a rapidly
growing suburb, and conflict exists between those who see the church as a bastion against
change and those who would prefer a welcome center for the plethora of community
newcomers.
The LFG was composed of three lay staff members. One of them described the
consumer mentality:
When I think of consumerism,... when you are referring to worship
anyways or coming to church, you are looking for what is church going to
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do for me. If it's not serving my needs, then there's [sic] lots of other
options. I'm just going to go somewhere else.... You don't have to
commit to being at our church. We just come and have lots of things to
offer. We had tons of things to offer, and they were being consumed by
the church.
The pastor and staff worked to transform the culture from spectators to participants.
The decline occurred during one pastorate that may not have been a great fit for
the congregation; at any rate, the pastor was unable to survive and manage the conflict.
As conflict intensified, newcomers and even attendees turned away to churches that are
more peaceful. The current lead pastor described the conflict and negativity:
There may have been folks who had been more established in the church
that because they saw the way the pastor was being treated or didn't like
what they were hearing on Sundays.. . . I don't know. But they may have
exited as well. But anytime you have that level of conflict in a church,
people are not going to come as often, just because of the negativity. So
my suspicion would be that that's probably one of the driving forces for
that decline in the 2005 through 2009 range.
Conflict and negativity create a momentum of decline.
The increase began with a pastoral change to a current lead pastor who stresses
evangelism and is able to navigate through conflict that has returned to the congregation
on an almost predictable cycle. The LFG spoke of the conflict of 2007 and the conflict of
2014:
We are reentering a very similar cycle, so we are in a great deal of conflict
currently, and though I don't think we'll hit the numbers we were in 2007,
we are in decline this year. I don't think it will be long term. I think it will
be a blip on the numerical radar.
One year after the ten-year window, they may have stalled a bit, but they believe enough
newcomers will be on board with the new vision to outnumber the dissenters.
One leader described the movement toward church unity:
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In probably that 2013/2014 timeframe that we were like two different
churches with two entirely different theologies and two separate
congregations operating under one roof. Since that time, I would say one
chunk of that has kind of fallen away. Has left. They are all finding church
homes elsewhere. They're not unchurched. But they are no longer here, or
they are on the fringes here and not engaged in the life of the church. But
what we're seeing through new programming such as [ministries targeted
to reach young families in the community], it brought in [over four
hundred] kids and their families this year. We're seeing a resurgence of
young families and actually some of the grandparents of these kids are
starting to attend. But they are introduced to us with our mission very
forefront, so they know what they're getting.
Current congregational members are more unified around a common vision.
One leader described the change:
[The two previous pastors] had, from I don't know if you want to describe
it as polifical, but they aligned theologically very well with a social jusfice
minded kind of focus. They were very focused on missions, very focused
on serving the poor and the needy in our regional area. And started
wonderful ministries. I mean truly. Life-changing ministries. When our
current pastor . . . arrived, he came with an understanding that social justice
and missions were important, very important, but his primary focus was to
lead people to Jesus, and so his preaching was very gospel focused, very
gospel centered and very much about leading people to Christ.
The focus on evangelism has contributed to the turnaround.
The lead pastor pointed to several symptoms of ill health:
[This church] was healthy enough to not know that it was sick. Meaning
they did a lot of great things, went on mission trips, had a great time
together, lot of emphasis on fellowship, and those are healthy things. But
when your numbers dictate that most of your growth is through transfer,
that you're not leading new people to Christ, that's a significant symptom
of unhealthiness in my opinion. So when I say that they were healthy
enough not to know that they were sick, they didn't really care that there
weren't professions of faith. All they saw was that, hey, everyone we care
about is here. And we're having some really good times on our mission
trips, and we enjoy one another in our fellowship hour, so we're a strong
church. But the reality is they were not reaching the neighborhoods. They
weren't reaching all these families that were moving in or have lived
around them for years. So it depends how we define church health.
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This statement also clearly articulates the pastor's heart and vision for people in their area
who do not know Christ.
Another leader said, "I would say I'm not sure if the church is healthier at this
point, but I think we're well on our way. I think, we're out of the hospital, but still
recovering." Another interjected this observation of church health:
To me the sign of a healthy church is the number of people that are all in
for the mission. That to me is what makes a healthy church. I think the
struggle that we're currently in is that we've changed our mission and so
the people that were all in for the mission of sharing God's love aren't so
all in for the mission of making disciples. The problem is that's Jesus'
mission and so we feel pretty committed to that path, and that's not always
popular. But, you know, so if you wanted,... if you define health by how
many people like what we're doing, we may not be very healthy right
now, but if you define health as doing our best to discern, follow the will
of God and gathering people, leading people along with us, I think, you
know, we're blowing it out of the water. It's just not a lot of fruit yet.
The focus group participants believe that improving health will bear increasing fruit.
Several programs have affected this turnaround. Initially, the pastor used a survey
to compile strengths, weaknesses, opportunities, and threats (SWOT). Updafing the space
for their contemporary worship service is a fruit of that survey. Early in his tenure, the
lead pastor inifiated a renewed focus on prayer. A leader stated, "This was like the
beginning of the change, was all the prayer walking." They are currently developing a
discipleship pathway.
Recently the congregation participated in the West Ohio Conference Missional
Church Consultation Initiative' and adopted five prescriptions from that process. Areas
' The West Ohio Missional Church Consultation Initiative provides consultation and coaching for
congregations that are declining, plateaued, or growing but unsure of the next steps. The two to three-year
process includes concentrated new ministry leadership skills, undercover worshipers who provide feedback,
an extensive self-study, a three-day on-site weekend provided by the consultation team who then writes
five unique prescriptions that are next steps for the churches. If the church votes to go forward, the pastor
leads the implementation process with the assistance of "prescription coaches" for up to two years
("Missional Church Consultation Initiative").
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addressed in the five prescriptions include leadership structure, discipleship, children and
family ministries, worship, and prayer and repentance. The prescriptions for the new
leadership structure and the season of repentance stirred a lot of conflict. While the
season of repentance offended opponents, it energized proponents, and they found the
season of prayer and repentance to bring renewed power from God and sharpened focus
toward the congregation's mission of reaching outsiders.
One leader analyzed the old structure with its myriad committee meeting: "That's
the problem, people not doing anything. They're talking, but not doing it." The
movement from talking to doing is one component of the turnaround process.
Great synergy exists between the lead pastor, the staff, and the laity who are on
board with their mission of evangelism to the community. Many leaders are involved in
outreach ministries to the targeted area. One staff member said that while the conflict has
been difficult for the staff, most of the congregation does not realize that conflict exists,
so they continue to grow. The leaders were quick to cite their synergy with the work of
the Holy Spirit born out of prayer.
The evening of the PSI and LFG, the church was preparing for Wednesday night
ministries. A new subdivision is being built across the field from the church, the church is
abuzz not just with possibilities but more accurately of probabilities as they continue to
reach new persons for Christ. One staffer noted that in 2014, they had a significant
increase in baptisms and new members. One leader predicts that the church is entering a
new cycle of growth.
The major themes identified are conflict, lay leadership, evangelism, movement
from consumer mentality, programming, health, and pastoral leadership. The lead
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pastor's passion for evangelism was instrumental in the turnaround. The Conference
Missional Church Consultation Initiative is a three-year process that began in 2013 the
last year of attendance data for this project, therefore the evaluation of the impact of that
process on the growth of the church would be premature.
Case Study�Church C
Church C is a fifty-year-old church in a fifty-year-old neighborhood of a large
city. Their reported average attendance declined forty-three persons in three years for a
21.4 percent decrease. After three flat years, they grew fifty-six persons over three years
with a 34.6 percent increase. The net ten-year gain was seventeen persons or 8.5 percent
(see Table 4.4).
Table 4.4. Church C Attendance Pattern
2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low Overall
201 171 167 158 164 162 162 194 21 1 218 -21.4% 8.5%
Source: OjficialJoumal 2005-14.
Founded fifty years ago, many of Church C's core members are the sons and
daughters of charter members. They consider themselves family. Through thick and thin,
this family has stayed together, and they pledge to remain together no matter what the
future holds. The lead pastor said, "There's very much a value of kind of the family
connection here, I mean more than any church I've ever served.. . . Every church claims to
have it, this church actually does." The lead pastor said that the congregation did not like
moving to two services because they feared it would split the family:
It wasn't so much that they hated the screens and the drums, it was, "We
miss them." And the way we've overcome that is not by, you know.
Martin 129
because we were doing combined services and things and that was not
working, is we've overcome that by having a lot of events go on that
everybody comes to outside of Sunday morning.
Concerning church politics, the lead pastor noted, "We are getting a lot better about that.
I probably ran into less of the political thing here than most churches I've been in. They
do remarkably well. I mean, there's still some, you know, it's a church." Pastors come
and pastors go, but family worships together, serves together, and stays together.
The turnaround decade began near the end of a long-term pastor who was like a
grandfather to everyone there. Realizing they needed a change, the church family looked
forward to working with a new pastor. Rather than receiving a father or a brother or even
a pastor, they received a church leader who knew more than they did about the direction
they should. The choice became his way or the highway. He initiated a couple of
visionary ministries, the contemporary worship service, and mission and outreach
ministries: "So he got a lot of things done, but you see the decline is an indication of how
he rubbed people the wrong way." Although the former pastor set the family up for the
growth they currently experience, but they never felt his love.
The LFG was composed of five church members�all of whom had been part of
the church. One of these leaders gave this assessment:
Part of the issue is his doctoral thesis, and what he learned at [seminary]
and what they expected him to do. . . . There is a difference between
leadership and business where you can hire and fire people in volunteer
organizations. This is a volunteer organization. It doesn't work here.
Okay, this is a family, this is a community. You treat it differently. He was
told about that. He chose to disregard that idea.. . . It was kind ofmy way
or the highway on certain things. Some things he got involved in and some
things he didn't, you know, and that's okay. We needed to respect his
family life.. . . He kind of went a litde far at fimes with that. I mean, my
father-in-law died like within a couple of weeks after he came. He said, "I
don't know if I'll be able to do the funeral or not.. . . And you know, I
mean, if it's on such and such a day I'm not gonna...." I mean, it's like.
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Really? I mean, you just got here. And that kind of came across really
harsh. Not necessarily the way you kind of start things, start things off.
The adage, "No one cares what you know, until they know that you care," summarizes
the church family's response to this church leader. He continued, "They made us a test
monkey out of that, with a timeline. I mean, you can't do stuff.... You can't turn a church
around or make it grow based upon a timeline.. . . And people suffered for that." The
leader was very passionate as he spoke.
To the horror of the church family, sisters and brothers left; the church leader
compounded the horror with his attitude. One participant recounted this conversation
with the church leader:
I went to [name] about that and said, "You know, we just can't do this."
He said, "That's the way it's done. When a new pastor comes, half the
people gotta go." And I'm thinking. Really? Half the people gotta go?
"That's the way it works. Half the people gotta go. Works every time.
We'll get somebody else. Don't worry about them." And I'm thinking,
that's my kids, and I want them to come here. Here he's saying, "Just get
rid of them. We don't care about them."
The participants were astonished at the church leader's attitude.
At the nadir of both their attendance and their morale, the family held their breath
as they awaited the arrival of their next appointee:
I walked into a powder keg, and it was either going to explode or it was
going to ignite, and it ignited, which was nice.... The biggest thing I
learned is that if you're gonna try to ignite a church, if that's what you're
setting out to do, the best thing you can do is find the thing that they want
to do. And I know that seems simple when you say it, but that's what we
did here. You know, if I'd have come in here and said, "Hey, we're going
to build through Sunday school. We're gonna have Disciple Bible Study."
Man, I wouldn't even be here anymore. I would have been done. But what
we did is we came in and the heartache for the community was here, and
so I said, "Look, if that's where it's at, that's where we're going." And it
just went. It took me probably a year to kind of discern that, even though it
was kind of happening on its own because when I got here there was a lot
of fires I had to put out. Just coming into a desperate situation, but once
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we kind of addressed some of that stuff and we started to see what was
going on, I never allowed them to wallow in that.
Not only was he a local boy reared twenty miles from their church, he truly was a pastor
who loved them, listened to their dreams, and rolled up his sleeves and worked alongside
them to translate their dreams to reality. Synergy occurred between the pastor and the
congregation:
Just there's a lot of energy that comes up when we say, "Here's a problem
we're going to address." Huge. That's like the bat signal going out of this
heavens. Man, people are coming out of the woodwork to get that done.
And that's what we found. So you know what, if that's what they want to
do, that's what we do. And people have responded very well.
He was grateful for the stage set by pastor number two; family members even
begrudgingly recognized what that pastor had started. One said, "It was probably meant
to be, and we did get a contemporary service, and we moved from there." The current
lead pastor noted that his predecessor moved the congregation toward a mission mind-set.
Most important to them, they know their current pastor loves them and they love
him. He possesses the people skills to live into the visions of contemporary worship and
outreach and mission. The participants enjoy the positive energy:
There were times in that fourth and fifth year that [the previous pastor]
was here that when church was over at 1 1:30, you could walk out here in
the narthex at 1 1:35 and there wasn't one person here. I mean, everybody
went to their car and they went home. Well now, you can stand out here
for 25 minutes and there's still 20 people standing around talking. The
whole attitude changed because people are glad everybody's here....
They're happy to meet somebody new, and everybody is so welcoming.
Positive energy contributed to the turnaround.
Upward basketball was instrumental to cementing this relationship as they turned
an idea into a successful program. They said their former church leader refused to do it.
One leader who was a self-proclaimed sports addict recounted this conversation:
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We went to [the former pastor] and said,... "Have you ever heard of
Upward? We're interested in Upward because we think it could be a good
outreach." He said, "You can do it, but I want nothing to do with it." He
said "I don't like sports and I'm not involved with sports, and so if you
think you want to do it go ahead."
The sports addict tried the idea again with the new lead pastor who had led the Upward
basketball program in a previous congregation:
"Yeah, we know what Upward is," he said. "We're going to have a league
this winter." And after five years we went from forty kids to we had 180
kids this year, with all the families, and we have picked up young families
coming to our church.
The passion of the sports addict and the passion of the pastor came together with dynamic
synergy.
While they have absolutely no desire for another pastoral change, they know that
pastorates do not last forever. They are family, and after weathering the storm
precipitated by pastor two, they are strong enough to stick together, to serve together, and
to grow together. After all, that is what family does. One said, "We, as a people, and as a
family,. . . do you want to be right or do you want to get along?" Another added, "I think
we've probably, collecfively, backed off and then, more understanding with each other
just because of what we've witnessed of what the consequences of, I'm right at all costs."
A third said, "Who wants to have problems? But how else do we grow?. . . h's the hard
times in your own family or in your church family that cause you to work together."
Through adversity this congregation relearned the value of family.
The major themes identified are pastoral leadership, change leadership/conflict
style, the church as family, outreach, contemporary worship, and church health. While no
book or program for church revitalization was used. Upward basketball was an important
component of the turnaround.
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Case Study�Church D
Church D is a rural congregation in a small town with a population less than two
hundred. Their reported average attendance declined thirty persons in one year for a 15.8
percent decrease. Over the next seven years, they grew forty-five persons for a 28.1
percent increase. The ten-year net gain was fifteen persons or 7.9 percent (see Table 4.5).
Table 4.5. Church D Attendance Pattern
2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low
Net
Growth
190 160 172 192 193 202 212 213 218 205 -15.8% 7.9%
Source: Official Journal 2005-14.
Wednesday night the church buzzed with activity as about fifty students enjoyed a
delicious hot meal prepared by willing servants. Not only were the children and youth
enjoying being together, but the adults had fine fellowship as well. One adult asked the
purpose of the visit, and when I explained that their church was a part of a study on
congregational decline and turnaround, he responded that he did not know they had ever
declined. If perception is everything, then this healthy, evangelical, rural church has been
growing for the past twenty years.
During this time, four different pastors have served them. They brought different
personalities to the church, but they all had a heart and passion that aligned with the Holy
Spirit and the heart and passion of the congregation. I summarized, "So your passion is
not only the same passion and heart as John's, but it's the same passion and heart as...."
The lead pastor completed the sentence: "as the church," which meant the local
congregation. He went on to describe his passion:
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I have just a passion, I don't want to sound cliche, but to know Christ and
to make him known. It is extremely important to me that we're growing in
discipleship, really knowing Jesus, and then making Jesus known to
others. That's what we're here for, is to reach the world for Christ. And,
you know, that should be the passion of every pastor. Right? But often we
are distracted by other things, and the church is distracted by other things.
Often that's not the passion of the church. The passion of the church is
doing what we've always done, and the passion of the church is directing a
certain program, or something else, and I think you have to be able to get
the passion enough to say, and this is what's happened here, to say, okay,
we're going to do things different because reaching people for Christ is
more important than keeping a hold of all of our traditions and everything
we've always done the same.
His passion for evangelism and discipleship aligned with the passion of the leaders.
The LFG was composed of five laypersons, one of whom was a paid staff
member. One credited the church's ability to grow through pastoral change to the
direction and strength of the lay leadership:
It gets back to my definition of leadership. It's not the pastor. The pastor
leads in certain ways. He is ordained, he delivers a message, he casts a
certain vision, but hopefully, part of what we're all saying as a group is,
there's nobody on that plaque out there that's been here more than seven
years, so they are gonna move on, and this is still God's church, and we
are stewards that are going to stay here. And so [our current lead pastor]
should feel comfortable to come in here and say, "I'm more comfortable
with this. I do things this way. I like this. I don't necessarily like that."
But, if we're following the Holy Spirit, there shouldn't be a lot of natural
conflicts. Maybe you see that in other churches.
Synergy existed not only between the pastor and the laity but also between the people and
the Holy Spirit.
One lead pastor, described as bullheaded, convinced a declining country church to
begin a contemporary service. He also broke the mold of the social club, holding
fellowship dinners for themselves, and moved them toward an outreach oriented-church
that continues to make a name for itself in widening regional circles.
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One layperson described the church's transition to an outward-focused
congregation:
One of the cornerstones has been that there were enough people that were
willing to stand in there and understand that the people that have been here
a long time and are very comfortable with the social club that's emerged,
they're willing to say, "That's OK, but we're not reaching out, we're not
serving God by just the twenty of us or seventy-five of us coming here
every day and singing songs together and listening to a sermon. It's got to
be more than that." And that does take leadership.. . . You have to have
some tough conversations with them to say, "We understand that this is
uncomfortable for you, but we also understand the mission of this church
is not to just serve the people that are here today but to do something
more." And to break out of that is really tough.... It's easier just to keep
going the way you are with the people that are there. It is much easier.
That leadership thing is a big deal.
Another leader described the culture change:
I've seen that whole culture and climate change since I've been here.
When I got here the big events were dinners that we held for ourselves or
money makers or fundraisers and things like that. The typical, small
church thing. And that was the big stuff that we did. h just wore
everybody out. It didn't, in the long run, didn't really seem to accomplish
much, but as we started, you know, checking those off our list, or putting
those away, and taking more time to, "Hey, let's gather, let's serve here, or
let's serve here, let's go do this, and just be a part of the community, here
and beyond." That's when I really felt like a lot of the feel internally
changed as well because our focus wasn't so much on let's have parties
for ourselves, but okay, how can we really connect with those out there
that don't have Christ, that are hurting, that are looking for something.. . .
That starts to spread, and all of a sudden, "Oh, you're that [original
emphasis] church."
The group believed their outreach emphasis was integral to their growth. One said, "If
somebody is in decline, there's enough groups out there to figure out, hey, we can reach
in. There's some groups, some churches that don't want to grow." This congregation has
made that transition toward growth.
A small college exists in a county seat city several miles away. This rural church
has a successful college ministry as they reach the students there. College ministry is
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unique for any congregation, especially so for a rural church. Rather than gaining long-
term members, they know that most of the students will move elsewhere upon
graduation, but during the college years, they know they are adding value to the lives of
students, and that adds value to the kingdom. This selfless outreach is typical of this
congregation.
The second pastor had a more peaceful leadership style that attuned them more
closely with the Holy Spirit that would have been a good style for the season in which the
congregation found itself, but as a military chaplain, he was called into active duty after
9/11. The church was strong enough to thrive during his first absence, but his second
absence was like a second hurricane. An interim pastor did not click with the church, and
this leaderless time caused the decline in 2005.
One said, "It did hurt us when 9/1 1 happened though." Their military chaplain
"got called away so many times. Over a period of three months he was over in [Europe].
So we did get this intern pastor, and I saw people kind of drop off from that." In his
esfimafion, "We started doing our own thing without the support of the Holy Spirit. We
just started doing our own thing and the Spirit just left us do it." One blamed the decline
on being too comfortable or a getting a little lazy or becoming complacent.
Another compared the chaplain's deployment to storms. "The first hurricane
comes through, and you pull through together, and the hurricane leaves and you're all
like, 'Oh, okay, and then the next one comes....'" A second leader picked up the story
and added, "That one kind of knocked us down a litde bit. And then, you know, I think
the interim we had didn't, we didn't,... things didn't quite click as well, and ... but, so
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yeah, we just went through a spell there." In their aftermath, the storms left a season of
decline.
Due to the relative health of the congregation, when the third pastoral leader
came, the church resumed its growth. They said he had a bull-in-a-china-shop mentality,
and he initiated a new leadership structure as they switched from a church council model
to a lead team model. They are still developing the ministry teams that accompany this
model.
One described the first and third pastors:
They were willing to stand in there and say, "You know what, my life
might be a little more comfortable if I'd just concede, but that's not where
I see the Holy Spirit taking this church." You know, they all had
personalities, but is the church strong enough as a body to withstand that?
Or does it break it apart?
The lay leaders were able to maintain synergy with pastors with strong personalities.
The current pastor is tasked with a building project that was shelved when pastor
two was called to active duty and that was almost ready for implementation when pastor
three was transferred. Between the military call-ups and the interim that did not click, the
"pastoral turmoil" gave the congregation "an unsteady foundation." Pastor three "was
some steady foundation and ramped us back up." Not a small building project, in a
couple of months they will be breaking ground on an entirely new building that will
totally replace their current one. Although it was touched on in both the PSI and the LFG,
the building project was a minor theme due to the value this congregation places on
outreach.
The lay leaders and the current lead pastor are excitedly anticipating
groundbreaking later this spring. The current lead pastor's vision is to create more on-
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ramps for discipleship and ministry groups and to continue to lead this church as a
regional congregation. The current lead pastor said, "I think that's the other thing that led
to part of the turnaround too is there, in [two county seats] which are the nearest larger
cities. This wasn't really much happening in the churches there." He spoke of the
complementary giftsets of successive pastors:
[His predecessor] was able to clear out a lot of the old stuff, you know. He
did away with all the fundraisers, and the old church mentality. He didn't
take any gruff so you know he was able to do the battles and leave a stage
set where now the church is just ready to move and that's what they're
used to. So I'm able to step in. I probably wouldn't have been as good
doing that, but I'm able to step in now and continue this forward. That's
just kind of how I see my role.
He used a process to sharpen their vision:
We sat down and we went through almost sixty Scripture verses on what
the church is called to be and do, and then through that I sat down with my
lead team and my staff, and we did that in round tables and small groups,
and then we used newsprint and we put them in categories. We would just
read the different verses and pull out what the attribute was. We were able
to put those into five major categories, and then we put a couple different
names on each of those categories. Like evangelism and outreach would
be a category. Different titles they could use. Asked a couple to take those
names and come up with an acronym so we could remember them. And
they came up with the acronym "FEAST," which stands for Fellowship,
Evangelism, Adoration, Servanthood, and Teaching. Very memorable,
great metaphor, because this is what the church is called to do and be. This
is [sic] the five purposes. If we leave out some of those purposes, then
we're malnourished. If we leave out too many we're not feasting, we're
starving. When the church is healthy it feasts.
The feast metaphor guides the congregation:
All vision stirs out of our purpose, our mission and our goal.... So when
you have any new ministries that want to start or people that want to do
something you ask, "Is it a part of the purpose of the church, is it part of
the mission of the goal?" If it is, green light. If it's not, okay, maybe that's
not the place this fits. So it helps us to streamline ministry into a vision
and focus but also it becomes permission giving to allow ministry to
happen.
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The current lead pastor believes this church is healthy especially compared "to other
Methodist churches." He adds, "What this church has that a lot of churches I think are
missing is they have a passion for Christ, and they have a heart to want to move forward
and grow. They don't have quite as heavy a complacency as you see some places."
Passion for Christ is a hallmark of a healthy church.
The laity believes that open communication is a strong component of their church
health. One said, "We've had some pretty good dialog." Another said, "It's not always
strong for us, but we're growing. When we're healthy we're communicating." Healthy
communication builds unity and synergy.
Another leader noted a sign of health:
We've been willing to attempt change, and willing to take risks. And
sometimes we've tried things, and they've failed, and we've learned from
it, and we move on, or sometimes we've tried it, and it's been great
success. But we never would have known had we not tried it. And that's
something I've really, really appreciated here is the ability to, you know,
have the freedom to say, "Hey, what do you think about this?" "I don't
know, let's give it a shot."
This atmosphere fed creativity and positive energy.
This church emphasized spirituality and the Holy Spirit. In the midst of the
uncertainty of change when they did not know what the outcome would be, one said, "1
could see excitement and energy that, hey, God's doing something. We're not sure what
it is or what it's going to be, but He's doing something." Unique to the five churches
studied, when the LFG ended, they asked me to lead them in prayer. They joined hands,
and I prayed. This act was a sign that the culture is sensitive to prayer and the Holy Spirit.
Not only did they talk about prayer; they did it.
Martin 140
Three intertwined themes dominated: pastoral leadership, lay leadership, and
synergy. Not only were they in tune with each other, but they were also in tune with the
Holy Spirit. Outreach and church health were other dominant themes. While they did not
use a book or a program on church revitalization, conferences at Ginghamsburg and
Granger were important to the turnaround.
Case Study�Church E
Twenty-five years ago, the suburb in which Church E is located was a small town.
Their reported average decline over five years was sixty-nine persons for a 28.9 percent
decrease. Over the next four years, they grew 1 16 persons, which was a 68.2 percent
increase. The ten-year net gain was forty-seven persons or 19.7 percent (see Table 4.6).
Table 4.6. Church E Attendance Pattern
2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low Overall
239 243 245 235 228 170 262 273 275 286 -28.9% 19.7%
Source: Official Journal 2005-14.
Church E is 150 years old and has worshiped in the same location all of that
history. The church on the hill was very important to the life of their small farming
community. Their sanctuary is forty years old since a disaster destroyed their original.
Their 8:30 service is traditional, and one wonders if it were not for the disaster in the
seventies that the little church would sit on the hill with an older congregafion isolated
from the changing world around it. When they added a contemporary service along with
the traditional service, worship preferences were identifiable by whether or not
worshipers carried a cup of coffee: "You know, you carry a cup of coffee toward the
Martin 141
sanctuary, and somebody will stop and say, 'We don't have food up here.'" The up
staircase leads to the sanctuary with all its traditions, including coffee abstinence. The
gym holding the contemporary service is down there, which denoted not only a physical
location but also a value judgment on the part of long-time traditional congregants.
Over the past twenty-five years, the community has morphed from a small farm
community directed toward a medium-sized city to a growing, thriving suburb of a major
metropolitan area. The church always considered itself healthy, took care of their
members, paid their bills, and grew slightly. The focus group for this congregation
included one layperson, the current lead pastor, and his immediate predecessor. When
asked about church health, the layperson said, "Well, it depends. Church health from a
pastoral viewpoint? Or church health from a parishioner's viewpoint?" When asked her
viewpoint, she rendered this description:
I would say that what this church wanted to be, they were fifteen years
ago. So they were healthy. Likewise, ten years ago, as the church had
changed and grown, the community changed. Certainly the economics of
many of the people in the church changed ten years ago when industries
changed around. It was healthy as it was perceived then. I never felt that
this church sensed that they were unhealthy or in trouble.
Even the declining health of a pastor did not shake the church as it continued to care for
its own.
The decline from 2006 to 2009 occurred under a pastor who was not a good fit. In
spite of poor synergy, he was able to initiate a contemporary worship service. The lay
leader said, "The minister everyone really appreciated, and he really tried, but there were
factors that were unfair to him because they did not like [one of his family members]."
The contemporary worship service was a component of growth after this initiafing pastor
left.
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After he moved, a strong pastoral leader came who was just the right fit at the
right time, which he credited to the work of the Holy Spirit. He emphasized evangelism;
he and others in the church knocked on doors and welcomed new persons into the
congregation. This former pastor said, "My background is evangelism and church
growth. That's why I feel that's my purpose for existence is to get people in a right
relationship with God." He said he "just tried basic church growth principles,... four
basic axioms." First, "your pastor has to be committed and willing to pay the price
whatever it takes to help, you know, be a servant and grow the church." The second
axiom follows:
You have to have church people buy into that, and they have to equally be
willing to pay the price. Every church I know wants to grow. Everybody
says that. But when it comes down to it, are you willing to make the
changes, the sacrifices, whatever is necessary?
Third, "you gotta have a discipleship system," and "the fourth thing you have to have is a
church that's healthy. You can't have a disease in the church." The movement toward
church health and the increase in attendance occurred simultaneously.
He saw the mission of the church as "3 Es�Exultation (worshipping). Edification
(the internal, like, spiritual formation and discipleship), and then the Evangelization." As
they assimilated new persons into the congregation, "We tried to identify the gifts and
graces that people had and get them in the right spot. It took a while to move people
around and get them deployed in the right area." Empowerment and deployment of the
laity fed the church turnaround.
Even though the traditional service continued to decline, the pastor came at a time
when the contemporary service was in critical condition, and both the contemporary
service and a blended service grew. He wisely knew what changes could be made and
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which sacred cows to leave alone. The layperson noted "interesting psychological
behavior going on. Those who knew that's what we should have done, and saw [the
former pastor] doing it, let him go on about that. And then there were those who wanted
to be 'big wheels' of the church, they just did their thing around him, and it worked."
This pastor chose his battles wisely.
She mentioned that one factor was the former pastor's "concerted effort to go out
and meet new families, knock on doors, visit folks, or call someone and say you go see
them." The other concurrent factor is "we realized we could not maintain a growing
church if we stayed in the sanctuary and behaved like it was 1950." She noted, "There are
a few sacred cows as every church has," but both the former pastor and the current pastor
"have worked around that very well." Her description of the leadership sounded like the
serenity prayer:
Part of it is the tolerance that the leadership has had in some of the
recognition that there are factors that you're not going to change, factors
that you can work with to change, and factors that you feel pretty
comfortable in knowing you're going to have success in change.
To implement change, she said, "That really takes a keen leadership, whether it's one
person, the pastor, or whether it's a group of folks who are willing to say, 'You know,
we've got to take this risk.' or 'I think this is going to work.' And move on." The former
pastor discovered that leaders in the congregation liked to read, so he led them through
several book studies and applied those principles to the church. Because of the young
families moving into the area, he sought to make children's and youth ministries second
to none in the area.
The current pastor has been there a brief time, and he brings a different
giftset/skillset/leadership style. Following a popular, successful leader, the congregation
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is warming up to him and his style, and that is a testament to the overall health of the
congregation. He discussed the transition:
Folks are coming around pretty quickly. The honeymoon lasted about two
or three months, then there was some wallowing around where folks were
not happy, and then folks have come around. So, which is actually a pretty
good recovery, a pretty fast recovery. And I think it is an indication of the
health of this church.
He noted, "Except for this stumble that started to happen in the last few years before [his
immediate predecessor] got here, I think the church has been building on the past." As a
pastor, he knows he is "standing on the shoulders of other people and trying to make the
next steps, rather than having to reinvent things or to fix things." He did not have "to
break bad systems. I don't feel like I have any of those things. Any? They're not
predominant." He is confident he can lead this congregation toward continued health and
growth.
The former pastor compared pastoral leadership to a relay race:
You carry the baton around for a little while and you do the best you can
to, you know, be faithful to the Lord and obedient, and you know, do what
you can, and you know, I didn't start the contemporary service. That was
done by my predecessor during a time when it was sort of in plateau,
maybe some decline, but he had foresight. He felt a calling to that and we
simply picked it up where he had left off, and you know, it just continued
to work the soil.
He added that church health is a real key: "It's not so much coming up with a fancy plan,
or something like that, but I think what we did was to try to identify the reasons that we
weren't growing, the barriers that were there and eliminate those." He cited "2
Corinthians 3:6 ... with Paul and Apollos, but God does the growth. They do the planting
and the watering, but it's God that ultimately grows the growth." He then handed the
baton to the current pastor.
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The current pastor plans to continue the excellent discipleship programs within
the congregation. His vision for the church also continues to lead it outside its walls. It
seems like mission teams and mission trips are in their future.
Dominant themes were pastoral leadership, church health, the church's response
to a changing community, and outreach; highlighted also were worship and programing.
While the congregation did not use a book or a program for church revitalization, the
former pastor's implementation of church growth principles and his passion for
evangelism were integral to the turnaround.
Research Question #1
What are the common patterns of turnaround across the churches?
Analysis of the five case studies used cross-case synthesis. Two themes, church
health and pastoral leadership, occurred in all five churches. One other theme occurred in
three churches�outreach (see Table 4.7).
Table 4.7. Common Themes among the Churches
Themes n A B c D E
Church health 5 V ? /
Pastoral leadership 5 V ?
Outreach 3 -/ ?
Research Question #2
What other factors have contributed to the turnaround of the congregations?
Four theines occurred in two of the five churches studied: lay leadership, synergy,
programming, and contemporary worship. Eight themes occurred in only one of the
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churches studied: church as family, conflict management, evangelism, the Holy Spirit,
hospitality, movement from consumer mentality, response to changing community, and
vision (see Table 4.8).
Table 4.8. Other themes among the churches
Themes D
Conflict management
Lay leadership
Synergy
Programming
Contemporary worship
Church as family
Evangelism
Holy Spirit
Hospitality
Movement from consumer mentality
Response to changing community
Vision
?
The literature created an expectation that medium-sized congregations would
utilize a formal revitalization program or book to facilitate turnaround. Church B was the
only church that did as they participated in the West Ohio Conference Missional Church
Consultation hiitiative. While it may facilitate future growth, since the beginning of that
three-year process coincided with the final year of attendance data for this study, it does
not impact the turnaround trend noted in this study. The other four churches did not use
a
formal revitalization book or program.
While not constituting a formal revitalization program, every church note key
ideas or programs that contributed to turnaround. Church A
used "Come, Grow, Go". The
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pastor's passion for evangelism was a driving force in churches B and E. Church C
engaged children and families through Upward basketball. Church D sent leaders to
conferences at Ginghamsburg and Granger and implemented some of those ideas. Church
growth principles were utilized in Church E.
Methodological triangulation in the case studies came through member checking
and the evaluation of an independent expert. Member checking occurred with the
submission of each congregation's case study to its pastor who subsequently said it
accurately described the church turnaround. The independent expert evaluation stated that
the findings "are drawn directly and logically from [the] research and field work," and
they "align with [his] fifty plus years of experience as a pastor, including [his]
observations of church growth-and-decline during [his] two terms as a District
Superintendent in two different Conferences and two different Jurisdictions." The
independent expert is a retired pastor who holds a Doctor ofMinistry degree.
Summary ofMajor Findings
Church turnaround occurred infrequently in 2004-13 in medium-sized churches in
the West Ohio Conference. Out of 138 medium-sized churches, only twelve of them (8.7
percent) fit the turnaround criteria. The study of five of these medium-sized turnaround
congregafions yielded five major findings:
1 . Synergy between pastoral leadership and laity who want church turnaround is
essential.
2. Although a formal church revitalization program is not necessary, the
turnaround pastor must cast mission and vision in easily understandable forms and must
rally laity behind that.
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3. Laity must recognize the necessity of change.
4. Turnaround churches refocus outwardly.
5. Turnaround experiences are rare.
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CHAPTER 5
DISCUSSION
Major Findings
The purpose of this study was to evaluate common patterns in five medium-sized
United Methodist churches in the West Ohio Conference that had been declining but have
had an increase in attendance in the past ten years with data collected over a one-month
period. This project sought to discern what these congregations have done in hopes that
this information might help other congregations turn around. Five findings emerged from
the study.
Synergy between Pastoral Leadership and Laity
Synergy between pastoral leadership and laity who want church turnaround is
essential. The field research supports this finding, as great synergy existed in four of the
five turnarounds among the laity, lay leadership, and the staff. In Church B, synergy
occurred among the pastor, the staff, and the new board of servant leaders. Synergy also
happened between the pastor and a large enough portion of the congregation, especially
the newcomers, to override those with a different vision. Although conflict exists
between former lay leaders and the pastor and staff, they expect to weather that conflict
and confinue the church turnaround.
Synergy has both complexity and mystery. Complexity is the human side of the
equation. With over one thousand pastors and a like number of pastoral charges in the
West Ohio Conference, about one million possibilifies for pastoral matches exist. Add to
that the nuances of personalifies and giftsets, and the variety of possibilities is
astronomically complex. Mystery is the divine side of the equation
�the work of the
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Holy Spirit. Sometimes that work seems simple and straightforward; other times the
purposes of the Holy Spirit are beyond human comprehension.
From the human side, in each case, the pastor had sufficient emotional
intelligence and people skills to establish a connection with the laity, and the laity
experienced the pastor's loving care. A congruence of values and theology existed
between the laity and the pastor. As the pastor built trust and the laity accepted the
pastor' s leadership, they were ready to change, and the pastor connected with their desire
to change and led them through change.
Synergy develops in the relationship among the congregation and the pastor
which is effected by traditions and decisions and the denomination. Across this
relationship, the Holy Spirit blows power and grace. Figure 5.1 illustrates synergy
characteristics.
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Figure 5.1. Synergy characteristics.
The pastor brings several things into the complexity side of the equation.
Emotional hitelligence (EQ) is "intelligence regarding the emotions, especially in the
ability to monitor one's own or other's emotions and to interact effectively with others"
("EQ"). People adept emotionally, know and manage their own feelings well, know how
to read and deal with other people's emotions, pick up the unspoken rules that govern
success in organizational politics, and master habits of mind that keep them clearly
focused and productive (Goleman 36). Included in this people skills set is the ability to
love the congregation. The pastor brings a unique giftset/skillset to the congregation,
which includes spiritual gifts, natural aptitudes and abilities, educational learnings, and
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wisdom gained through pastoral experience and life experience. The pastor must convey
a conviction that God has called her or him to this congregation at this time. One pastor
expressed this fit in terms of particular ministry experiences that were just what this
congregation needed at this time. One pastor did not fit, and the congregation sensed that
he preferred his major metropolitan roots to what he thought was their backwater, blue-
collar, small town. Fit includes values, vision, passion, and mission. Pastors and
congregations in the field research studies seemed to have varied theological styles. No
theological persuasion seems to have a corner on church turnaround, but congregations
and pastors were well-matched theologically. Synergy also occurred because the pastor
developed appropriate short-term and long-term strategies for the congregation (see
Figure 5.1).
The congregations contributed several pieces of the complexity side of the
synergy puzzle. The congregational members also had their values, vision, mission, and
passion, which aligned with the pastor. Demographics in both the congregation and the
larger community were part of the equation. For example, one congregation had been a
small, crossroads, farming community, and it suddenly found itself to be a rapidly
growing suburb of a major metropolitan area. Congregations have their own personality
or preferred style of worship and ministry that grows out of their particular tradition and
heritage. The congregation's openness to change must match the pace at which change
occurs. The congregation also has to be open to welcoming a new pastor and to trust his
or her leadership (see Figure 5.1).
In United Methodism, the greater church adds a layer of complexity to the
synergy equation. The bishop appoints a pastor to a particular charge, seminaries train
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pastors with basic education, and boards oversee credentialing and continued pastoral
development. Pastors and congregations have differing experiences with the conference,
and decisions made by church leaders outside the local congregation can either ease
ministry or create great turbulence for pastors and local congregations. No one would
want to make ministry more difficult for local leaders, but with United Methodism's large
tent, invariably decisions that make ministry easier for some, make it more difficult for
others. All of these factors affect synergy between pastors and local congregations (see
Figure 5.1).
Human factors between pastors and congregations are almost unfathomably
complex, and seemingly impossible to reduce to a formula. When this relationship works,
the synergy created is amazingly productive. At some point the complexity becomes
mystery, and the mysterious side of the equation is the divine�the work of the Holy
Spirit. Jesus said, "The wind [7CveD)j,a spirit] blows wherever it pleases" (John 3.8). The
Greek word Tzve\)[ia (pneuma) means either wind or spirit (Analytical Greek Lexicon
331). Turnaround congregations have synergy between the pastor, the laity, and the Holy
Spirit.
Among the things the Holy Spirit brings to synergy is call. Not only does the Holy
Spirit call persons to pastoral ministry, but the Holy Spirit also calls pastors to particular
congregations. Sometimes pastors and congregations instantly recognize that this match
is just what they wanted; other times congregations and pastors need a season of
discernment to realize that this relationship is just what they needed. The Holy Spirit calls
the church to ministries both inside and outside the church's walls. The Holy Spirit
apportions spiritual gifts to laity and to pastors so together they have the necessary gifting
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to build the congregation. The Holy Spirit empowers the ministry of clergy and laity so
they can bring lasting impact to souls within the congregation, in the community, and
around the world. Prevenient grace is a work of the Holy Spirit essential in evangelism as
congregations seek to bring pre-Christians into relationship with Jesus Christ and the
church. The Holy Spirit is the one who brings transformation to individuals and to
congregations (see Figure 5.1).
At times, the work of the Holy Spirit is simple and easy to understand, and other
times it is mysterious�beyond the ability of humans to comprehend. The mystery of the
Holy Spirit adds to the almost unfathomably complex human factors. When it works, the
synergy created has an eternal impact on souls.
Great synergy occurred in all five congregations in the field research. In
conversations with the pastors concerning the churches they had previously served, not
every church grew, not every church was a good fit. For whatever reason, these
turnaround appointments worked. There were former pastors who did not fit these
congregations very well, but they have led previous and subsequent congregations quite
effectively. For whatever reason, synergy did not occur in these appointment. Synergy is
complex and mysterious.
If synergy, between pastoral leadership and laity who want church turnaround
does not exist, decline will occur. In all cases studied, the decline was steep, between
15.0 percent and 33.7 percent loss in average worship attendance, and rapid, between two
and five years. The median length of decline was three years, and the average decline was
3.4 years. Of the five case studies, no pastor who presided over the decline also presided
over the increase. In all of the case studies, turnaround began with a pastoral change.
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Two very different pastoral approaches were evident in Church C. One was the
bum-it-down-and-start-fresh approach. The thinking is that persons will leave who are
not in harmony with the pastor's vision and presumably God's will for the church. Those
who stay will be in harmony, and newcomers will provide growth and transformation.
This approach did not work in any of the congregations in this study. The other pastoral
approach in Church C was to put out fires, to love the people, to find out what they
wanted to do, and then to do it. The pastors, who succeeded at turnaround in this study,
were able to cast vision and rally laity to follow willingly.
The five pastors have different personalities such as introverted, extroverted,
thoughtful, proactive, technocratic, quiet, and dynamic. Pastors are various ages, and
some have had long careers and are close to retirement while others are relative
newcomers to pastoral ministry�only a few years out of seminary. Neither personality
types nor pastoral age seems to be predictors of turnaround leadership. The Holy Spirit
uses different types of pastors for this turnaround work.
While pastors have different personalities, they all possessed wonderful people
skills. They all got along well with others, they were warm and friendly to church
newcomers, and they all exuded positive energy. Congregations must experience the
pastor's love; pastoral people skills are essential for church turnaround.
The literature supports this finding. Hagiya (131) and Roxby (1) are among those
who assert the mission and vision of both the pastor and congregation must align.
Schaller adds that church staff must be included in the synergy (68). Salsburey (42) and
Standish (1 1) are among those who point that transformation synergy is a work of the
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Holy Spirit. The Scriptures also describe the synergy between the pastor, the
congregation, and the Holy Spirit (Eph. 2:8-10, Acts 15:28; 16:9-10).
This finding informs the practice of ministry in the following ways. Although
pastors have a variety of personalities and ministry styles, every pastor must develop a
sufficient amount of people skills. At the beginning of a pastorate, the pastor must build a
foundation of trust with a sizable group of laity. Synergy with the Holy Spirit is bulk
through spiritual disciplines including prayer. Synergy between pastoral leadership, laity,
and the Holy Spirit unite to form a powerful force toward transformation.
Unnecessary Formal Revitalization Program
A formal church revitalization program is not necessary. The turnaround pastor
must cast mission and vision in easily understandable forms and rally laity behind them.
The field research supports this finding. Four of the five congregations had no special
program of church revitalization. Church B participated in a formal church revitalization
program�the West Ohio Conference Missional Church Consultation Initiative. A couple
of the prescriptions from that consultation initiated a considerable amount of conflict.
More time is needed to assess the impact of the consultation process on the turnaround;
the turnaround began before the consultation, and it continues due to a pastor who has a
heart for evangelism and the ability to energize staff and laity to work toward renewal.
The implication is that a particular church revitalization program is not necessary for
church turnaround.
Even without a formal revitalization program, the turnaround pastor must cast
mission and vision in easily understandable forms and rallied laity. Church A used
"Come, Grow, Go." Church B conducted Easter Egg Hunts and Vacation Bible Schools
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(plural) in target neighborhoods of hundreds of homes built near the church. Church C
sponsored Upward basketball. Church D used FEAST, which stands for Fellowship,
Evangelism, Adoration, Servanthood, and Teaching. Church E used 3 Es, which stand for
Exultation (worshipping). Edification (spiritual formation and discipleship), and
Evangelization. Church E also knocked on doors and invited new residents to church. A
motto and a logo that cast the mission and vision can capture the imagination of the
congregation. The mission and vision must convey the passion of the pastor and connect
with the desire of the laity, and that synergy is contagious and builds an upward spiral.
Pastors used different approaches to spark turnaround. Church E held a series of
book studies with leaders. Leaders of Church D attended various conferences put on by
megachurches. Church A used a book study to boost their hospitality. Pastors and church
leaders need to be willing to try different things until they find the right approach that
works in their setting.
The literature did not support this finding. The literature suggested that a formal
church revitalization plan would be a necessary component of church turnaround. Among
the several highlighted plans were Direct Hit, Natural Church Development, Root Cause
Analysis, and Healthy Church Initiative. None of these churches used those plans. One
church participated in the conference Missional Church Consultation Inifiative which is
modeled after Direct Hit, but time is needed to see if that process will affect continued
growth. Even though a formal church revitalization plan was not a necessary component
of all the congregations in this study, every pastor led with intenfionality and tenacity
toward turnaround.
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Stokes asserts that revitalization takes courage, commitment, and buy-in from
pastoral and lay leaders; it also takes a detailed, written plan (12). A medium-sized
congregation necessitates a plan or a process for transformational leaders, both clergy and
laity, to work together for congregational revitalization.
All the dissertation project interventions in the literature review followed written
plans and moved congregations toward better health, vitality, and renewed growth. All
the books noted in this review have plans that promise to revitalize churches and to yield
growth. The plans in the literature divided into three categories: Church health, church
growth, and missional church. Rather than a detailed, written plan, the pastors in the five
churches studied led with passion and purpose according to experience they had gained in
previous parishes.
The biblical framework of this project is a good beginning point for an intentional
plan for church turnaround, as God calls congregations to the great commission (Matt.
28:19-20) and to social outreach (Matt. 25:35-36, 40). In developing an intentional plan
for church turnaround, biblical and theological study lays a firm foundation. Church D
used a biblical process to develop the FEAST acronym that focuses their ministries.
This finding informs the practice of ministry in the following ways: A formal
church revitalization plan, like those in the literature, is not a necessary component of
turnaround. What worked in every congregation in the field research was the pastor's
leadership that developed from experience gained in previous congregations. Growth
does not just happen; the pastoral leader develops a plan that aligns with the mission,
vision, and passion of both the pastor and the congregation. The pastor must continually
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cast vision, but congregational leaders must buy into the plan and lead the congregation
as they live into the plan.
Laity and the Necessity of Change
Laity must recognize the necessity of change. While honoring their heritage, they
must lean into the future and attempt new things while assessing no shame toward those
who tried things that did not work. The laity must realize that they need to move from
fear and survival to hope and outreach.
Three of the congregations studied were set in small, rural towns, which had
morphed to busy, growing suburbs. These ex-rural churches had all been bastions of
nonchange and sought to live in nostalgia, until a new pastor convinced them to grow
beyond that. As they connected with new persons in the surrounding area, they began to
turn around.
Church C realized that congregational unity was more important than individuals
and groups getting their own way, and Church D transformed from a social club to a
church whose mission included persons outside their walls. The lay leaders of each of the
churches knew that they had had problems and needed a new way. They also
acknowledge that they do not want to go back to the old way.
The literature supports this finding. In order for turnaround to transpire.
congregations must be open to change which was described in different ways including
reinvention (Wahlstrom 155), engagement with the future (Barna 103), the extreme
makeover of the Holy Spirit (Dadisman 55), and a revolufionary force (Swanson and
Rusaw XI). Turnaround churches change methods to become relevant to a changing
culture.
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Church decline is a symptom of disease, and Churches A, B, and C especially
noted their past dysfunction and reported various stages of recovery. While Churches D
and E did not recognize past poor health, the movement from internal preservation to
reenergized outreach is the journey health and renewal. The literature indicated that
church health precedes church growth and four of the programs cited in the literature
assert that�Direct Hit (Borden 22), Natural Church Development (Dadisman 22), Root
Cause Analysis (Stokes 130), and Healthy Church Initiative (Salsburey 30). Rather than
church health preceding growth, the field research indicated that the movement toward
health can occur simultaneously with numerical growth, but during that growth, the
eradication of disease must occur.
The biblical framework of this project supports this finding, and it calls the church
to higher ground. Almighty God said, "I am making everything new!" (Rev. 21:5). The
turnaround church finds unity in love (John 17:20-21) as it obeys the Great Commission
(Matt. 28:19-20) and the Great Commandment (Matt. 22:40).
This finding informs the practice ofministry in the following ways. Vital
congregations have changed and are continually changing. The church must want to grow
and be willing to pay the price, and the price paid by the churches in the study included
adding a contemporary worship service, welcoming persons whose backgrounds differed
from current members, giving up leadership positions and sharing power, and moving
from inward to outward focus. A declining congregation often is organized to decline,
and its organization must be redesigned. Turnaround congregations respect their heritage
but give up preserving an internal culture nonreflecfive of the surrounding community.
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Churches must be honest in self-assessment. Churches often tell incoming pastors
that they want to change, and then they rebel when she or he leads the church into the
change. Most churches claim an outward focus but often have an inward focus with token
outreach (Borden 69). Deployment of pastors with the passion and giftset for turnaround
and change must occur in congregations that are truly open to change.
Outward Focus of Turnaround Churches
Turnaround churches refocus outwardly. The field research supports this finding
as all five turnaround pastors refocused their congregations outside their walls. Church A
described it as "Come," which emphasizes hospitality�inviting and welcoming persons
to their congregations. Pastors in Churches B and D have hearts for evangelism and
mobilized laity to engage in the evangelistic task. Pastors in Churches C and E led their
churches in various outreach ministries such as homeless shelters. If a church wants to
turn around, it must refocus outside itself
Churches A, B, and E exist in changing communities morphing from small
farming communities to rapidly growing suburbs. While in the past, all three had seemed
quite content to be refuges from a changing way of life, their turnaround pastors
consciously and continually focused the churches to their new reality. While honoring
their heritage, the new pastors led them to reach and include the newcomers in their
communities. The implication is that churches in changing communities must change
their focus.
The literature agrees with this finding. Several assert that turnaround churches
refocus their energy outside their walls, including Paul E. Mundey (114), Eric Swanson
and Rick Rusaw (XII-XII), Russell (69), Stephanie Spellers (32), and Rhonda Louise
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Whitney (28). Borden says that the church must continue to exert energy and vision to
maintain hs outward focus (22).
While the outward focus may seem novel, these congregations have rediscovered
God- s vision for the church. The biblical framework of this project supports this finding.
The Macedonian called Paul and his companions away from their plans to a new field of
ministry (Acts 16:9-10). Jesus called the church into the world with good news for every
creature (Mark 16: 14). God called the early followers of Jesus to become the apostles�
the aTTOOToXoi {apostoloi), the sent out ones. The word's etymology is ano (apo), which
is the preposition "away from" {Analytical Greek Lexicon 41), and oteXXcx) {stello), which
is the verb "I send" (Bauer, Arndt, and Gingrich 773). A preferred rhythm for spiritual
development is for the pre-Christian to have an encounter with Christ who calls him or
her out of the world into the church. Once discipled, Christ sends him or her back into the
world to reach others. The call is not inward to a cloister or to a social club but outward
with a missionary God to a community and a world in need.
This finding informs the practice ofministry in the following ways: An inwardly
focused church will wither and die. Churches will always care for insiders, but they will
not always care for outsiders. A conflicted church uses its energy to fight instead of to
reach out. When a church is in conflict, h needs to extinguish the fires, it needs to
remember to love one another (John 13:34-35), and then it needs to reach out.
A declining church will retain its inward gaze, but a turnaround church will
refocus outside. A church must rediscover its passion for outsiders�a passion that comes
from synchronicity with the heartbeat of the missionary God. The church must address
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the needs of the surrounding community through invitation and hospitality, discipleship,
and response to physical needs.
Rarity of Turnaround
Turnaround experiences are rare. The church selection research and field research
support this finding. Of 138 medium-sized congregations in the West Ohio Conference,
only twenty-nine congregations (20 percent) reported growth over ten years. Of those
twenty-nine, only twelve of them are turnaround congregafions. Those twelve represent
only 8.7 percent of the medium-sized congregations. Only nine churches out of one
hundred turned around.
Few pastors or laypersons would intentionally tear down a congregation or lead it
into decline, yet declining congregations are much more common than growing ones.
Only one-fifth ofmedium-sized congregations in the conference are growing; four-fifths
are declining. Church growth is fragile and needs careful tending. All five of these
congregations declined rapidly during an unhealthy season. Church turnaround is needful,
as 107 declining congregations and two plateaued congregations need turnaround
experiences.
The five congregations studied showed various symptoms during the seasons of
decline. Family members left and congregations became fearful and deenergized.
Congregations moved toward dysfunction, and compartmentalization, and they did not
reflect the surrounding communities. One congregation admitted that the Holy Spirit left
them. Likely, the seven other turnaround congregations, which were not studied, share
these symptoms. These symptoms were quite possibly endemic among 107 declining
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congregations and two plateauted ones. The result is declining spiritual health among
both congregations and individual Christians.
The seasons of decline in these five churches rendered these consequences.
Collectively they lost 272 persons over three years�272 souls. The median length of
decline was three years with an average length of 3.4. One could argue that the number of
souls lost to the kingdom would be smaller since a portion of those persons went to other
congregations, but one soul lost to the kingdom is one too many. Jesus told his followers,
"If anyone causes one of these little ones�those who believe in me�to stumble, it
would be better for them if a large millstone were hung around their neck and they were
thrown into the sea" (Mark 9:42). Although he spoke explicitly about children lost to the
kingdom, parents, families, or any child of God regardless of age lost to the kingdom is
tragic. Complacency over one lost soul is deplorable; complacency over 272 lost souls is
scandalous.
Another way to look at the consequences of the season of decline in these five
congregations is that in three years, one medium-sized church, averaging 272 persons in
worship attendance, closed. It went from 272 to 0; it went from thriving to dead; it went
from a beautiful, bustling building to a boarded up eyesore.
These numbers come from only five congregations. They could be multiplied over
1 16 other medium-sized congregations. Those congregations account for only 13.4
percent of the West Ohio Conference, so the symptoms and consequences of seasons of
decline transferred to other congregations regardless of size. The problem seems to be
systemic to the West Ohio Conference, and the crisis is epic.
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The literature supports this finding. Only 15 percent of United Methodist
congregations are considered to be vital ("Call to Action: For the Record" 2), and a
majority of Protestant congregations in North America are comfortable with plateau or
decline (Schaller 23). Most individuals, and most churches, given the opportunity to
choose life instead of death would choose life, but usually they do not recognize their
terminal nature until too late (Snow 88).
The biblical framework of this project calls the church to turnaround. Jesus
warned his followers and congregations, "Enter through the narrow gate. For wide is the
gate and broad is the road that leads to destruction, and many enter through it" (Matt.
7:13). The gate must be wide since that four-fifths ofWest Ohio congregations can fit
through it. Pastors and lay leaders in turnaround congregations are able to break free from
this pattern to the narrow gate of growth.
A rich, young ruler asked Jesus the cost of discipleship and was told, "[S]ell your
possessions and give to the poor, and you will have treasure in heaven. Then come,
follow me" (Matt. 19:21). Many declining congregations ask Jesus the cost of
turnaround, and he tells them they must want to grow and be willing to pay the price.
"When the young man heard this" (19:22) and when congregations hear this message,
they go sadly away because they do not want to pay that price. Jesus then told his
followers, "It is easier for a camel to go through the eye of a needle than for someone
who is rich to enter the kingdom of God" (19:24). Turnaround congregations are rare.
The point of the lost sheep story is that heaven rejoices when one sinner repents
(Luke 15:7) Churches who synchronize their heartbeats with God's heart seek and find
the least, the last, and the lost, and then they rejoice. Rather than finding sheep, declining
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congregations are losing them. Not only do declining congregations need to turn around
numerical trends, they need to turn around their thinking and their theology. They need to
refocus on their biblical purpose of finding the lost.
This finding informs the practice of ministry in the following ways: A declining
congregation must refocus on who God calls them to be. A biblical study on the calling,
character, and mission of the church would be a great starting point. A congregation must
understand that it is neither a social club nor a service organization. The church is the
body of Christ redeemed "with the precious blood of Christ, a lamb without blemish or
defect" (1 Pet. 1:19). The church is owned by Christ and exists to live out Christ's
mission and vision in the world.
A declining congregation must refocus on what God calls them to do. Again, the
Bible is the starting point. The congregation must study the Great Commission (Matt.
28: 19-20) and the Great Commandment (Matt. 22:40) and enough other biblical
teachings until it hears the call for those outside its walls. A declining congregation must
learn from other resources, such as church turnaround and church growth books and
church and leadership conferences.
Congregations must be honest in self-assessment. No outsider, whether pastor,
church execufive, or consultant, can make them own their problem. Outsiders can assist
them in discernment, but life-changing assessment comes from within.
Since unreached pre-Chrisfians live in their communities, churches in decline
must recognize that they are doing something wrong. A season of prayer and repentance
is in order, as the church discerns what they have been doing wrong and what God is
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calling them to do. A declining church must find a ministry outside its walls that evokes
their passion and then do it.
Implications of the Findings
The situafion is grave as eight churches out of ten are declining. Church
turnaround occurs, but it is rare. Three main areas for the implications of this study are
pastoral training, laity training and expectations, and deployment of pastors.
Pastors must develop skills to turn around declining churches, and the majority of
pastors apparently lack this skillset. Training should be informative and transformative
not punitive. Pastors must know their call to church turnaround and growth. Some need to
enhance people skills; some need to improve the general practice of ministry; some need
enhanced conflict management skills; and, some need to learn not to create unnecessary
conflict. Denominational leaders would also do well not to create unnecessary conflict
that pastors need to manage. Some need to refocus on biblical teachings about the nature
of the church�who God calls them to be and what God calls them to do, and some need
to learn evangelism skills of invitation, hospitality, and assimilation. Pastors who simply
cannot learn how to lead church turnaround need to reassess their calling.
Laity must develop skills to turn around a declining church. The declining church
is their problem�not the pastor's, not the bishop's. Congregafions must honesfiy assess
themselves; until they do, any call from outside themselves will muster defensiveness
rather than obedience. As long as pre-Christians live outside the church, the church is
called to reach them with the gospel.
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Spiritual disciplines form the spiritual base for turnaround�especial prayer and
Bible study. Churches must repent from being inwardly focused and become outwardly
focused. Books and conferences can teach new attitudes and methodologies.
As to the deployment of pastors, pastors and churches must be honest in their
assessment as to whether they really are willing to engage in the difficult work of church
turnaround. Pastors who have the giftsets to lead church turnaround must be appointed to
congregations who will engage that difficult work.
The tenure of turnaround pastorates should grow longer. If turnaround has
occurred and growth is occurring, the pastor should be encouraged and the pastorate
should continue. A lengthened season of turnaround would embed renewed, healthy
values in the congregation. Sometimes these turnaround pastors receive appointments to
other declining congregations, but no guarantee exists that the complex and mysterious
synergy will arrive at the new congregation with them.
If a pastorate is not working, no reason exists to extend it in hopes of the
occurrence of turnaround. The study implies that turnaround will not occur until a
pastoral change occurs. The appointive process must have flexibility not to allow either
the church or the pastor to die. Such change should be gracious and not punitive. A poor
pastor-congregation match must be recognized, but no one is to blame for ill fit.
The church must bathe the entire process of pastoral development, lay training
and expectations, and deployment of pastors in prayer. Education, strategizing,
deployment, and hard work are all human endeavors that may lead to synergy. The Holy
Spirit is at work, seeking to bring the mystical, mysterious character of synergy. The
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Holy Spirit certainly desires to blow through every congregation, and the Holy Spirit is
consulted through prayer.
Limitations of the Study
The study included only medium-sized congregations in the West Ohio
Conference of the United Methodist Church, and it included only five out of twelve
turnaround congregations. The churches and pastors in the study do not reflect the broad
diversity of the West Ohio Conference. Average worship attendance was the only
measure used; other measures of church health or church effectiveness might be more
appropriate.
A longer study period of twenty-five or even fifty years might yield more insight.
For both decline and turnaround to occur in a ten-year period, the precipitating events for
both might necessarily be pastoral change. A longer-term study of churches might
delineate other causes.
Unexpected Observations
An expectation that a formal revitalization program would have been a necessary
component of the church turnaround was not confirmed. Such a program was not a factor
in any of these turnarounds. Another expectation was that several common themes would
appear across the churches. Instead, only two themes occurred in all five: pastoral
leadership and church health. Only one other theme�outreach�occurred in the majority
of the churches. Complexity and mystery regarding synergy between pastors and
congregations exist and that complexity seems impossible to reduce synergy to a formula.
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Recommendations
A season of repentance and prayer might help a congregation retune itself with
this missionary God and refocus on God's call to those outside its walls. While the
mystical, mysterious character of synergy in the work of the Holy Spirit is uncontrollable,
the church accesses the power of the Holy Spirit through prayer. The Holy Spirit desires
to blow through every church, and pastors and laity must engage in seasons of prayer for
church growth and turnaround. Congregations, individuals within churches, must
prayerfully look within and repent of unhealthy behaviors and attitudes that keep them
from health and growth.
Pastors and laity must learn new skills and new ways of working together that will
enhance turnaround and growth. Deployment of pastors with giftsets for turnaround must
match congregations who are willing to engage the difficult work of change and
turnaround. While a formal church revitalization plan might not be necessary, pastors
must cast mission and vision in easily understandable forms and rally laity toward that
mission and vision. Mission and vision in the form of a motto and a logo might capture
the imagination of the congregation.
Churches can and must learn from one another. Especially in a connectional
denomination such as the United Methodist Church, churches need to find effective ways
to tell their stories, to encourage one another, to advise one another, and to pray for one
another. While pastors would be participants in such experiences, laity would be the best
prime storytellers and participants. The participating pastors and congregations have
successfully done many different things. Appendix F lists twenty of these ideas to try. As
churches listen and learn from one another, the list will grow.
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The exploration of several interesting ideas might yield fruitful further study. A
study of declining churches could be illuminating. What common themes do they share?
What other themes occur? What common themes are observable among declining and
turnaround churches? What themes are different between declining churches and
turnaround churches?
A longitudinal study of the pastors who have led the turnarounds in the
participating churches would be fascinating. How long have they pastored? What were
the trends in other churches they served? How was the fit among them, the staff, the lay
leadership, and the laity in other churches they served? Did every church they served
grow? Did some of them grow? Did they lead other turnaround experiences? Is
turnaround a once-in-a-lifetime experience?
The next chapter of a church's life would provide interesting exploration. What
happens to the church after the turnaround pastor leaves? Does the next pastor lead
continuing growth? Does the growth change to decline? Do common themes occur in the
next chapters?
Synergy is important in these findings and would, therefore, make interesting
study. How does one discern synergy? What are the signs of synergy? After a new
pastorate begins, what telltale signs, if any, show that synergy is or is not developing?
Does a time period, such as six months, exist when one could fairly evaluate if this
pastorate would work?
Postscript
My bias is that worship attendance is a strong indicator of church health. As a
young pastor, I complained that the United Methodist denomination declined year after
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year. A clear message from God told me my task was to grow the churches I served and
to quit whining about the denomination, which was outside my control. Often the
churches 1 serve reported slow and steady growth, and once a significant turnaround
experience occurred.
The compilation of the list of 138 churches shocked me. Alarm bells went off
when I learned that four-fifths of the total number are declining. Some are experiencing
slow and steady decline while others are rapidly dying. 1 was surprised and saddened
when I saw churches on the list that I had known when they were strong and healthy but
now are declining and dying.
Someone needs to teach pastors to grow churches, and they must teach
congregations (i.e. laity) to grow. Since persons have differing learning styles, varieties
of creative opportunities need to develop. Matches must occur between congregations
that truly want to grow and pastors with giftsets to facilitate growth.
Stories need to be shared. Both pastors and laity need to share their stories and
they must listen to one another. The people of every congregation have a story that is
worth telling. Learning can come from listening to these stories. The stories most often
told are the success stories of megachurches and off-the-wall unusual ministry ideas.
While those are good, I learn best from churches that are doing normal ministries with a
creative twist, churches that were once my church's size but have grown, churches that
are a little farther along on the journey than my church.
Listening to the stories of these churches was an honor and a blessing. Neither a
stakeholder, nor an evaluator, I am merely a fellow traveler. My journey is richer because
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of brief moments when we stood on sacred ground together as I listened, encouraged, and
grew.
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APPENDIX A
PROTOCOL FOR PASTOR INTERVIEWS AND FOCUS GROUPS
You and your church have been asked to participate in this project because your
church was once declining but is now growing. What do you think caused the decline?
What has caused the turnaround? What were the precipitating events (if any) that led to
the decline and to the subsequent turnaround?
As you reflect on and contrast your church ten years ago to the way it is today,
what differences do you see? How would you describe differences in vision and focus,
communications and politics, spiritual insights and growth? How would you describe
your church's health ten years ago and today?
What is different in lay and clergy leadership between your church of ten years
ago and your church today? Are there different persons or personalities? How are
attitudes and vision different? How would you describe chemistry and synergy?
How has the culture outside the church changed during this ten-year period? How
has that affected the church? How have the economic opportunities and demographics
changed?
What methodology did you use for this turnaround? Was there a specific plan or
program? Specifically, what in this plan helped with the turnaround? What were key
learnings, decisions, or processes that came out of that plan?
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APPENDIX B
CHURCH PERMISSION FORM
Church Permission Form
J. Bradley Martin
I am a Doctor ofMinistry student at Asbury Theological Seminary, and I am conducting
research turnaround churches. I will be studying five medium-sized churches in the West
Ohio Conference that were formerly declining but begun to grow. I am looking for
common patterns and any other factors that have contributed to the turnaround.
I hope that principles can be gleaned from this study that will help other declining
churches begin the process toward turnaround and growth.
Since your ideas and a candid discussion of factors that have caused decline and
turnaround in your church can be sensitive issues for all involved, I want to assure you
that your conversations will be kept confidential. I do not want to jeopardize your
relationships within the church and especially for pastors, your relationships with
supervisors and other persons outside the church.
I will not disclose specific churches, pastors, or lay persons who participate in this study.
Conversations will be recorded and transcribed, but the participants will be coded to
protect confidentiality. This information will be securely stored in locked containers and
password protected files. When my dissertation has been written and approved, the data
will be destroyed.
As a leader of your church, 1 need your permission to include your church in my study. I
realize that your participation is entirely voluntary, and I appreciate your willingness to
consider being part of the study. Feel free to call or write me at any time if you need any
more information. My number is (xxx) xxx-xxxx and my e-mail is x@x.
Thank you for your help.
Sincerely,
Brad Martin
As a church leader, I give permission for my church to participate in the study described
above and so indicate by my signature below:
Name of Church:
Printed Name Signature Date
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APPENDIX C
CONSENT FORM
Consent Form
J. Bradley Martin
1 am a Doctor ofMinistry student at Asbury Theological Seminary, and I am conducting
research turnaround churches. I will be studying five medium-sized churches in the West
Ohio Conference that were formerly declining but begun to grow. I am looking for
common patterns and any other factors that have contributed to the turnaround.
I hope that principles can be gleaned from this study that will help other declining
churches begin the process toward turnaround and growth.
Since your ideas and a candid discussion of factors that have caused decline and
turnaround in your church can be sensifive issues for all involved, I want to assure you
that your conversafions will be kept confidential. I do not want to jeopardize your
relationships within the church and especially for pastors, your relafionships with
supervisors and other persons outside the church.
I will not disclose specific churches, pastors, or lay persons who participate in this study.
Conversations will be recorded and transcribed, but the participants will be coded to
protect confidentiality. This information will be securely stored in locked containers and
password protected files. When my dissertation has been written and approved, the data
will be destroyed.
Please know that you can refuse to respond to any or all of the questions in the focus
group. I realize that your participation is entirely voluntary, and I appreciate your
willingness to consider being part of the study. Feel free to call or write me at any time if
you need any more information. My number is (xxx) xxx-xxxx and my e-mail is x@x.
Thank you for your help.
Sincerely,
Brad Martin
I volunteer to participate in the study described above and so indicate by my signature
below:
Your signature:
Please print your name:
Date:
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APPENDIX D
STATEMENT OF CONFIDENTIALITY FORM
Statement of Confidentiality
J. Bradley Martin
I am a Doctor ofMinistry student at Asbury Theological Seminary, and I am conducting
research turnaround churches. I will be studying five medium-sized churches in the West
Ohio Conference that were formerly declining but begun to grow. I am looking for
common patterns and any other factors that have contributed to the turnaround.
I hope that principles can be gleaned from this study that will help other declining
churches begin the process toward turnaround and growth.
Since ideas and candid discussions of factors that have caused decline and turnaround in s
church can be sensitive issues for all involved, I want to assure participants that their
conversafions will be kept confidenfial. I do not want to jeopardize relafionships within
the church and especially for pastors, relationships with supervisors and other persons
outside the church.
I will not disclose specific churches, pastors, or lay persons who participate in this study.
Conversations will be recorded and transcribed, but the participants will be coded to
protect confidentiality. This information will be securely stored in locked containers and
password protected files. When my dissertation has been written and approved, the data
will be destroyed.
As one who is assisting me in data collection, recording, and transcription, I need you to
be an extension of my ethical behavior and confidentiality.
I therefore need you to agree not to disclose specific churches, pastors, or lay persons
who participate in this study.
I realize that your participation is entirely voluntary, and I appreciate your willingness to
consider being part of the study. Feel free to call or write me at any time if you need any
more information. My number is (xxx) xxx-xxxx and my e-mail is x@x.
Thank you for your help.
Sincerely,
Brad Martin
I agree not to disclose specific churches, pastors, or lay persons who participate in this
study and so indicate by my signature below:
Your signature:
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Date:
Please print your name:
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APPENDIX E
ATTENDANCE PATTERNS FOR MEDIUM-SIZED CONGREGATIONS
Church 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low
163
169
171
Overall
'7(
150 142 137 140 146 148 126 121 123 116 -22.7 -22.7
150 170 170 180 180 160 120 102 90 86 -42 7 -42 7
151 155 146 159 166 194 197 160 170 183 -3.3 212
153 153 154 142 158 165 165 137 110 97 -36.6 -36.6
153 147 153 135 131 130 135 148 139 130 -15.0 -15.0
154 174 206 194 169 173 156 157 160 147 -4.5 -4 5
154 156 132 117 97 79 81 79 73 72 11.7 -53 2
154 156 0 128 110 0 90 80 84 86 -48.1 -44 2
155 181 221 189 193 0 190 195 150 184 -3 2 18.7
156 146 147 141 133 136 129 135 118 115 -26.3 -26.3
158 135 363 437 481 553 479 511 486 463 -14.6 193.0
158 178 172 147 125 119 111 104 114 103 -34 8 -34.8
158 1.54 153 140 119 119 125 111 117 121 -29.7 -23.4
158 155 155 115 138 149 128 118 110 97 -38.6 -38.6
159 147 144 128 132 123 114 113 104 m -44 0 -44.0
160 165 180 160 150 160 160 145 165 140 -125 -12.5
160 149 0 103 107 116 120 118 121 114 -35 6 -28.8
160 163 160 169 169 162 155 154 140 126 -213
- 21.3
160 165 156 134 128 127 116 100 106 121 -37.5 -244
161 164 149 130 135 0 128 126 135 115 -28.6 -28.6
161 165 163 154 157 133 175 179 166 156 -3 1 -3.1
163 198 161 92 70 82 80 66 58 68 -64.4 -58.3
168 193 195 232 241 243 234 232 214 0.0 31 3
165 153 168 140 131 142 136 142 152 158 -20.6 -4.2
167 127 107 79 87 88 74 75 71 65 -61.1 -61.1
167 167 143 133 137 130 112 118 108 -36.1 -36.
170 ISO 164 158 178 167 170 163 213 207 -7.1 21.8
170 177 159 172 166 157 166 172 168 171 -7.6 0.6
173 163 185 206 210 236 243 263 271 -4 7 58.5
172 174 168 160 156 169 161 155 140 135 -21.5 -21 5
172 163 170 233 252 226 213 150 137 149 -20.3 -13.4
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Church 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low 9,
Overall
'7c
175 160 110 105 65 45 45 45 44 41 -76.6 -76.6
175 127 127 115 110 109 96 96 77 77 -56.0 -56.0
176 170 163 129 145 133 123 160 162 75 -57 4 -57.4
178 183 176 179 166 L54 152 120 133 140 -32.6 -21.3
179 211 208 193 189 183 146 100 110 97 -45.8 -45.8
180 171 174 162 153 140 137 148 164 170 -33.3 -5.6
180 203 191 170 182 166 146 153 148 132 -26.7 -26.7
182 172 175 169 159 157 151 175 170 154 -17.0 -15.4
183 149 175 179 182 175 178 168 163 175 -18.6 -4 4
183 179 175 157 167 159 159 152 146 137 -25 1 -25 1
185 174 156 144 147 140 132 132 124 116 -37.3 -37.3
186 203 210 204 202 200 200 200 190 175 -5.9 -5.9
188 197 188 182 158 175 185 178 164 159 -16.0 -15.4
188 180 171 161 163 159 156 165 164 150 -20.2 -20.2
Church D 190 160 172 192 193 202 212 213 218 205 -9.5 7.9
192 200 201 190 191 173 162 198 193 182 -15.6 -5.2
192 177 176 158 159 155 142 142 131 124 -35.4 -35.4
192 178 215 195 202 199 191 191 187 184 -7.3 -4.2
193 184 182 176 172 140 136 129 137 136 -33.2 -29.5
194 196 194 210 203 186 172 159 132 120 -38.1 -38.1
194 222 215 204 207 199 200 200 186 206 -4.1 6.2
194 195 204 184 168 169 168 163 165 158 -186
194 202 230 222 236 210 210 210 210 162 -16.5
195 186 185 188 200 201 205 208 208 219 -5 1
195 197 195 176 165 165 140 157 140 150 -28.2
195 170 176 176 146 220 143 150 160 160 -26.7
196 173 162 159 150 160 154 149 145 132 -38.8
196 192 175 156 83 450 ^ ? ? ? -57.7
197 189 198 193 170 138 111 lU 102 0 -48 2
198 0 0 0 0 0 0 0 0 0 0.0
198 182 166 147 155 148 134 136 133 124 -37.4
199 198 220 205 210 215 219 199 199 199 -0.5
199 212 234 233 247 239 227 222 170 170 -14.6
200 200 200 150 160 170 175 140 140 90 -55.0
-18.6
-16.5
12.3
-23.1
-17.9
-32.7
129.6
-48 2
0.0
-37.4
0.0
-14.6
-55.0
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Church 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low %
Overall
200 194 192 172 166 171 157 144 140 141 -30.0 -29-5
200 200 188 185 200 216 227 177 177 164 -18.0 -l^O
201 189 179 174 168 152 160 160 152 141 -29.9
201 182 185 161 204 202 197 194 219 199 -19.9
206 208 211 210 208 225 205 196 178 166 -19.4
207 186 182 176 167 165 146 138 118 99 -52.2
210 199 204 140 137 134 110 110 100 85 -52 4
211 248 248 249 249 28.^ 266 230 250 229 8.5
211 212 201 188 178 178 185 159 166 162 -24.6
213 231 241 241 244 245 247 248 231 204 -4.2
214 189 104 114 48 38 50 40 45 45 -82.2
217 227 220 214 221 217 207 193 175 164 -24 4
219 213 251 139 176 210 195 192 168 225 -36.5
220 230 280 235 235 250 250 165 250 200 -25.0
221 189 194 210 210 218 197 178 164 152 -31.2
223 212 214 209 214 208 221 212 211 214 -6.7
224 248 218 178 170 145 140 132 143 148 -41.1
225 227 219 197 207 196 183 176 156 152 -32.4
226 226 161 161 155 145 150 150 147 130 -42.5
228 210 192 195 150 150 150 146 124 124 -45.6
228 229 235 223 194 214 195 192 187 169 -25.9
228 220 223 213 206 185 186 177 190 177 -22.4
230 233 234 242 246 243 249 206 190 168 -27.0
230 215 230 181 181 165 172 153 145 140 -39.1
232 230 220 252 309 300 292 291 289 287 -5 2
232 212 235 229 201 199 183 182 170 188 -26.7
233 179 182 161 161 165 151 134 134 154 -42 5
236 227 210 189 171 184 180 182 173 173 -26.7
Church E 239 243 245 235 228 170 262 273 275 286 -28.9
240 200 165 150 220 221 178 194 178 159 -37.5
242 249 250 212 206 210 200 196 297 219 -19.0
242 294 301 319 306 340 393 442 457 436 0.0
242 201 169 165 143 140 150 152 151 145 -42 1
-9.5
80.2
-40.1
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Church 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low %
Overall
Church B
Church A
244
245
246
247
247
248
250
253
257
257
259
260
262
265
267
268
270
271
272
273
275
276
277
278
278
280
280
281
284
287
289
290
292
295
246
233
510
230
224
262
250
233
243
245
225
275
225
265
250
280
248
265
270
234
278
259
268
211
253
300
266
268
255
285
269
283
303
281
235
227
228
243
227
252
200
219
235
230
227
292
213
269
278
330
252
283
270
206
265
242
259
221
208
310
229
188
256
282
246
307
325
283
193
227
209
218
219
253
330
200
200
222
217
270
229
263
259
299
254
M)H
270
179
230
229
236
236
170
315
234
255
257
262
224
304
314
279
201
273
221
221
215
249
375
193
170
269
212
240
270
268
238
267
260
315
266
197
210
223
227
228
143
301
241
255
232
261
227
315
342
280
199
245
222
211
204
236
385
183
165
268
202
214
269
283
234
257
218
320
252
208
190
183
212
207
140
303
263
256
222
258
220
267
342
285
172
228
257
220
209
227
388
210
169
234
221
180
244
294
233
275
208
310
229
222
195
235
207
190
147
275
234
229
201
249
210
262
336
251
192
323
305
194
215
248
391
215
153
242
204
159
238
299
225
279
222
300
224
260
198
298
213
196
17
300
243
200
190
245
192
276
326
236
194
339
277
188
242
265
397
205
137
258
224
145
265
335
242
268
238
307
193
251
216
340
208
201
174
252
204
186
174
235
236
254
339
276
206
305
319
188
266
231
396
202
110
252
204
150
249
338
242
270
208
315
193
187
202
370
188
186
158
217
208
183
156
239
253
248
308
275
-29.5
-7.3
-15.0
-23.9
-17.4
-8.5
-20.0
-27.7
-57.2
-13.6
-22.0
-44.2
-18.7
-0.8
-15.7
-4 1
-23.0
-2 2
-29.0
-34 4
-30.9
-33.7
-32.1
-33.1
-49.6
-22.5
-27.1
-34.9
-45.1
-18.1
-33.6
-14.5
0.0
-20.0
-15.6
24.5
29.7
-23.9
7.7
-6.9
58.4
-20.2
-57.2
-1.9
-21.2
-42.3
-5.0
27 5
-9.4
0.7
-23.0
16.2
-29.0
-31.5
-26.5
34.1
-32.1
-33.1
-43 2
-22.5
-25 7
-34.9
-45.1
-16.7
-12.5
-14.5
5.5
-6.8
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Church 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 Low %
Overall
9,
297 278 309 321 308 289 247 254 286 299 -16.8 0.7
298 292 312 315 305 308 312 330 370 409 -2.0 37.2
299 308 307 331 343 290 277 270 287 268 -10.4 -10.4
300 305 310 192 215 227 238 231 238 217 -36.0 -27.7
300 300 300 300 300 275 275 275 361 378 -8.3 26.0
Source: Official Journal 2005-14.
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APPENDIX F
A LIST OF IDEAS FOR CHURCH TURNAROUND AND CHURCH GROWTH
1. Spiritual formation in meetings. Set aside time for spiritual formation in church
council meetings like a half-hour Bible study on vision or the part of the vision or
mission that is being emphasized in the meeting.
2. Church conferences. Take a group of congregational lay leaders to conferences
on church growth and revitalization.
3. Book studies. Engage a group of congregational lay leaders in book studies on
church revitalization, turnaround, and growth.
4. A visionary catch phrase. Develop a catch phrase, such as "'Come, Grow, Go,"
to describe the vision and mission of the church.
5. Sharpening mission and vision statements. When a church stops growing, it
needs to return to vision. Mission is what a church does. Vision is what a church seeks to
become.
6. Off-site events. Conduct events, like Easter egg hunts and vacation bible
schools, off-site. Target specific neighborhoods.
7. A season of repentance and prayer.
8. Sharpening hospitality ministries. Sharpening first impressions of the parking
lot, building, greeters, and worship.
9. Enhancing of music. The goal is high quality music "that will knock your socks
off"
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10. Biblical vision. Engage in a process of Bible study on the mission and vision
of the church. One church used sixty verses and encapsulated their mission and vision in
the acronym FEAST.
1 1 . Find what the church wants to do, and then do it.
12. Use the mission statement to evaluate ministries. A clearly defined mission
statement becomes a measure for all new ministries. If the ministry fits the mission, then
it is green-lighted. If it does not fit the mission, it does not begin.
13. Look for blocks. Take an honest look at all church facilities and ministries.
What are roadblocks and obstacles that hinder growth?
14. Regional church. Develop a regional church with ever widening geographical
circles.
15. Upward. Use your gym. A program like Upward basketball can reach young
families.
16. At or above community standard. Evaluate ministries and facilities and
improve them so that they are all at or above community standard.
17. A motto and a logo. Cast mission and vision in the form of a motto and a logo
that capture the imaginafion of the congregation.
18. 3 Es. Exultafion (worshipping). Edification (spiritual formation and
discipleship), and Evangelizafion.
19. A season of prayer for church turnaround and growth. The Holy Spirit desires
to blow through every church, and church accesses the power of the Holy Spirit through
prayer.
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20. Try new things. One never knows what will work until it is tried. Persons who
attempt ideas that do not work are not shamed.
[The participating churches, including the pilot congregation, successfully implemented
these ideas.]
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